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LEADERSHIP PRACTICES AND JOB SATISFACTION:
AN EXAMINATION OF THE RELATIONSHIP
BETWEEN ACADEMIC DEANS AND
DEPARTMENT CHAIRPERSONS
Vera Kay Dauffenbach, Ed.D.
Western Michigan University, 1995
The focus of this study was an examination of the relationship
between academic deans and department chairpersons with respect to
leadership practices and job satisfaction.

In particular, the purpose was

to study the impact of academic deans' leadership practices on the job
satisfaction of department chairpersons.
The study involved a random sample of 3 0 0 academic deans and
300 department chairpersons from colleges and universities in four upper
Midwest states.

Testing of seven null hypotheses was based on the

responses of 170 deans (57%) and 140 chairpersons (47% ).

The in

struments used were the Leadership Practices Inventory (Kouzes &
Posner, 1987), the Job Descriptive Index (Smith et al., 1987; Smith,
Kendall, & Hulin, 1 969), and a researcher-developed demographic data
form. Statistical analysis was carried out with Pearson product-moment
correlations, appropriate t tests, and one-way analysis of variance
(ANOVA). Demographic data were compiled.
Both academic deans and department chairpersons were found to
be primarily middle-aged males who have been in their present positions
less than 8 years. Of the seven null hypotheses tested, two were found
to be significant at the .05 level. The conclusions drawn from the two
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rejected hypotheses were:
1.

Academic deans consistently saw themselves engaging in the

leadership practices under study more frequently than did the depart
ment chairpersons.

The mean scores of the deans and chairpersons

were significant at the .001 level.
2.

In general, the academic deans were more satisfied than

department chairpersons in their current positions.

Most significant

differences were in the categories of work on present job, pay, and job
in generai.
No significant difference was found between the leadership prac
tices of the academic deans and the job satisfaction of the department
chairpersons.
In comparison to national norm groups, the academic deans
engaged in the measured leadership practices significantly more fre
quently than did the norm group.

Department chairpersons engaged in

the same leadership practices less frequently than the norm group.

In

general, deans and chairpersons were less satisfied with their jobs than a
norm group with 17 or more years of education.
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CHAPTER i
INTRODUCTION
Higher education is confronted with multiple problems, some of
which are approaching the crisis stage.

Campus budget reductions,

enrollment uncertainties, recent severe cuts in state and federal aid to
higher education, and costly compliance with federal regulations tend to
intensify internal retrenchments and reallocation (Green, 1988a, Morris,
1981; Tucker & Bryan, 1991).

Issues such as program outcomes,

tenure quotas, quality management, and structural changes plague
university administrators.

As these difficult problems are confronted,

the academic dean will be called upon to provide the type of leadership
that will yield effective outcomes (Ehrle & Bennett,

1988;

Lynch,

Bowker, & McFerron, 1987).
W. R. Dill (1980) examined the role of the dean as a middle
manager and focused on the conflicts involved in efforts to resolve the
inherently complex problems of higher education administration.

He

suggested that the deanship is a leadership role with much heavier polit
ical and social overtones than hierarchical or technical ones.

Applegate

and Book (1989) noted that it is in only the last 30 years that the roles
and responsibilities of academic leaders have been studied. They stated
that "deans of academic units appear to have undergone a transforma
tion from chief academic leader to chief executive officer with more
emphasis placed on personnel decision-making and budgetary concerns"

1
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(p. 5).

The traditional view of the dean as a quiet, scholarly leader has

given way to the image of the dean as an executive who is visionary,
politically astute, and a savvy diplomat.
Given the complexity of budgetary matters, personnel issues, and
affirmative action programs, McCarty and Young (1981) noted that "it is
the dean who is expected to protect the faculty from these incursions.
Trying to sensitize academics to these new realities is a sensitive and
unpleasant task" (p. 270).

The interactions between the deans and

department chairpersons and faculty will constitute an important link in
meeting these challenges.
According to Miller (1974), academic deans are expected to spend
considerable time and thought on departmental relations and develop the
overall academic program imaginatively, persuasively, and sometimes
forcefully.

There is little doubt that the leadership practices of the

academic dean will be of considerable importance in developing and
preserving strong academic programs and good departmental relations
while fulfilling the leadership role. Of equal importance are the expecta
tions and realizations of the deans’ subordinates, particularly the de
partment chairpersons.
Locke (1969) noted that an individual's degree of satisfaction with
one’s job reflects the degree to which one believes (explicitly or implic
itly) that it fulfills or allows the fulfillment of the job values.

A super

visor, therefore, can influence subordinate satisfaction by facilitating
goal attainment. Most department chairpersons have explicit or implicit
performance goals in terms of time limits, deadlines, budgets, schedul
ing, and the like.

The academic dean can influence department

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

chairpersons in the pursuit of their goals and, in doing so, will affect
their job satisfaction.
Statement of the Problem
The concept of job satisfaction, along with its causes and effects,
has been extensively studied in business, industry, government, and the
military (Locke, 1976; Price & Mueller, 1986; Schwab & Cummings,
1970; Vroom, 1964).

It has also been extensively researched in public

elementary and secondary schools (Brown, 1973).

However, while it is

receiving increasing attention, it has been sparingly studied in higher
education (Smart & Morstain, 1975).
The relationship of the dean and chairpersons is a key one in
furthering the mission of the college or university. Each role functions at
the middle management level and requires leadership skills to carry out
those functions.

The leadership skills of the individuals in these posi

tions and their relationship to job satisfaction has not been widely
studied.
Purpose of This Study
The present study focused on the relationship between the leader
ship practices of academic deans and subordinate job satisfaction.
Specifically, this study attempted to determine what the relationship is
between the job satisfaction of department chairpersons and the leader
ship practices of their academic deans.

It was an attempt to determine

if department chairpersons' job satisfaction varies with specific leader
ship practices.

It also examined the leadership practices of the
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chairpersons and the job satisfaction of the deans. Profiles of deans and
department chairpersons were also developed.

Deans and chairpersons

were also compared to national norm groups with respect to leadership
practices and job satisfaction.
Research Questions
The following questions were addressed in this study:
1.

What is the relationship between the leadership practices of

academic deans and the job satisfaction of department chairpersons?
2.

W hat is the relationship between the leadership practices of

academic deans and the leadership practices of department chair
persons?
3.

What is the relationship between selected demographic varia

bles and the leadership practices of academic deans?
4.

What is the relationship between selected demographic varia

bles and the job satisfaction of department chairpersons?
5.

What is the profile of academic deans and department chair

persons?
Significance of This Study
In most colleges and universities department chairpersons tend to
be key individuals in determining the educational policies of the institu
tion.

Since many policies must be implemented at the departmental

level, the job satisfaction of the department chairpersons must be con
sidered important.

Information about the relationship between the

deans' leadership practices and chairpersons’ job satisfaction may
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reduce the chances for conflict between the two.

This study will also

add to the body of knowledge concerning leadership practices and job
satisfaction in higher education.
Summary
This chapter has introduced the roles of academic deans and
department chairs.

It has also posed research questions regarding the

relationship between the academic deans' leadership practices and the
job satisfaction of department chairs. Chapter II focuses on a review of
pertinent literature related to leadership in higher education and the
concept of job satisfaction. Chapter III delineates the methodology to be
employed in this research. An analysis of research findings is presented
in Chapter IV.

Conclusions and recommendations are discussed in

Chapter V.
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CHAPTER II
REVIEW OF LITERATURE
The purpose of this study was to determine what the relationship
is between the leadership practices of academic deans and the job satis
faction of department chairpersons.

Also studied were the differences

between academic deans and department chairpersons with respect to
their leadership practices and job satisfaction.

An additional purpose

was to develop profiles of the academic deans and department chair
persons.
The focus of this chapter is a brief review of pertinent literature.
Examined in the first section are studies about academic leaders in
higher

education,

specifically deans

and

department chairpersons.

Examined in the following section are research studies conducted with
job satisfaction as a variable. The focus of the third section is on lead
ership and leadership practices. Research that has been done on leader
ship and job satisfaction is examined in the last section.
The Academic Leader in Higher Education
The typical administrative organization chart in higher education
has the president or chancellor at the top, followed closely by several
vice-presidents or vice-chancellors.
assistant/associate deans.

Next come deans or provosts and

Each dean is usually responsible for several

departments or divisions, each of which is headed by a chair or head

6
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(Blau, 1994; Morris, 1981).

In this scheme the deans and the depart

ment chairpersons constitute the middle management.

However, each

individual in those positions performs leadership functions with respect
to their roles and are perceived as academic leaders by the faculty and
staff (Birnbaum, 1992).
A Profile of the Academic Dean
Deanships go back to the 1860s when Harvard first appointed a
dean for its medical school (W. R. Dill, 1980; Moore, 1983).

The func

tions included administering discipline, dealing with undergraduate peti
tions, and supervising the general administrative functions of the college.
Later responsibilities became more academic in that they focussed on
instructional issues and faculty business.

Initially only professional

schools (law, medicine, theology) had deans which, according to W. R.
Dill (1 9 8 0 ), gave the schools they headed a measure of autonomy but
kept them under the umbrella of the university.

As the focus of the

presidential role changed, the dean moved from an extension of the
president to a middle management position in higher education (W. R.
Dill, 1980).
By the 1960s there were deans on all campuses for both graduate
and undergraduate schools. Their leadership responsibilities ranged from
curricular supervision to overseeing the business functions and student
life of the universities.

Many even had assistant/associate deans who

reported directly to them.
Deans have proliferated with the growth of higher education.

A

quick perusal of the 1995 Higher Education Directory (Rodenhouse,
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1994) shows several thousand deans in both four-year, and two-year
institutions as well as in graduate and professional schools.
McCarty and Young (1981) examined the evolution of the dean's
role and found that three duties were associated with the deanship when
the dean was perceived as an extension of the presidential role.

These

duties included (1) considering the ends and means of higher education,
(2) selecting faculty, and (3) preparing budgets.
Today, academic deans serve a vital role in the institution (Tucker
& Bryan, 1991).

They are seen as both academic and administrative

leaders of their respective schools or colleges and as spokespersons to
and from the administration for the interests of their units.
Research on the deanship is difficult because there is no such
thing as a "standardized dean" (Miller, 1 9 74 , p. 231).

Deans have a

range of roles and responsibilities that vary by institutional size, sponsor
ship, geographic location, university mission and goals, or even presiden
tial preferences.

Different types and levels of deans also exist:

asso

ciate deans, assistant deans, deans of students, deans of admission, or
academic deans.
The core of research on academic deans has centered on (a) roles
and responsibilities, (b) traits and backgrounds, (c) perceptions of their
roles as reported by others, and (d) decision-making styles.

Taken

together, some things have emerged about the academic dean.
W. R. Dill (1980) described three major roles of the dean.
included:

They

(1) integrate the interests of constituencies into a common

sense of purpose which may include goal setting and institutional
planning,

(2)

creating incentives to stimulate new and continuing
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contributions and commitments to the institutions, and {3) maximizing
efficiency in transforming contributions and commitments into educa
tional products and services. Other roles include service as an academic
leader, recruitment and hiring of faculty and staff, an evaluator of facul
ty, an influence in tenure or nonrenewal decisions, and as an advocate in
competing with other institutions for scarce resources (McCarty &
Reyes, 1987; Miller, 1974; Morris, 1981; Rosovsky, 1987).
Some studies have found various role conflicts created by the
dean's position as middle manager. Ehrle and Bennett (1988) described
the dean as being required to "work both sides of the street" (p. 11).
Proactive deans may be seen as initiators of conflict, defendants of
conflict situations, or as conciliators in conflicts between other campus
groups (Bennett, 1983a).
Trait and background studies have addressed deans' career paths
and summarized their personal characteristics.

Moore,

Salimbene,

Marlier, and Bragg (1983) did a complex study that tried to project the
career path that might explain how an individual rises to the position of
dean. They described a career trajectory that had the dean moving from
a faculty position to department chair to assistant/associate to dean.
However, the model was not borne out in practice. The career histories
of 653 deans were analyzed and they found that while most deans had
been faculty and/or department chairpersons, only 6% followed the
hypothesized career trajectory. Most entered the deanship directly from
a faculty position. They found there simply was no common path to the
deanship.
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Examining the management of meaning in academic cultures,
D. D. Dill (1982) contended that it is the responsibility of academic
managers to nurture the symbolic life of academic organizations.

It is

through deans that members of the academy commit themselves to a
common set of institutional beliefs.
Bernier (1987) described the complex role of the dean that includ
ed a multiplicity of functions including (a) sustaining the organizational
mission, (b) professional networking, (c) university and community in
volvement, (d) promoting internal and external adaptation to change, and
(e) symbolic organizational identity.

He suggested that to be effective,

deans needed to be participant observers in their work to analyze and
better understand institutional subcultures.
In his study of the roles of deans of education, Bernier (1987)
concluded there were several areas deans should concern themselves
with regarding the culture of the organization. He suggested that effec
tive leadership required an understanding of the symbolic nature of most
organizational activities.

Another administrative responsibility was

maintaining an appropriate balance between organizational culture and
the professional culture.

With respect to the college of education, he

noted that it was important to ensure that the cultural realities of the
university did not subvert the professional mission of the college.

He

concluded that effective deans were astute observers of and participants
in the cultural realities of their settings.
Gant (1983) studied the characteristics of effective colleges and
schools of education.
tiveness of the college.

He described the dean as the key to the effec
He stated the dean must not only have a clear
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mission, but must also be able to build a competent management team.
In addition, the dean should also provide feedback to subordinates
(especially department chairpersons) and monitor their performance.
Gant also noted the importance of the dean creating an effective, pro
ductive climate.

The successful dean also devoted a considerable

amount of time dealing with external as well as internal college issues
and concerns.
The personal characteristics of deans have been studied by several
researchers.

Cyphert and Zimpher (1976) described a profile of the

typical dean of education as white, middle-aged, married, protestant
male. He came from a lower middle class, nonprofessional family; had a
doctorate; and had taught in the college of education.

In a study of

associate deans of education, Applegate and Book (1989) found that the
typical dean was a married white male in his 50s who worked in a public
university and held the rank of full professor. Further, 31 % had come to
the dean's office from the department chairperson position and another
20% had been a director of a center or an assistant dean.

Only 32%

moved into the deanship directly from a faculty position. In a sample of
liberal arts deans, Lynch et al., (1987) found similar characteristics to
those noted above but also found that 56% of their sample were first
year deans.
McCarty and Reyes (1987) examined the decision-making styles
of academic deans as perceived by department chairpersons.

Four deci

sion-making styles were explored-collegial, political, bureaucratic, and
anarchical.

They found that most department chairpersons (72.7% )

perceived deans practicing collegial decision making.

Another 16.4%
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believed the deans used a political decision-making style, and only 9.1%
believed the deans used a bureaucratic model.
A study was conducted by Lasley and Haberman (1987) to
determine how deans were evaluated by their superiors, namely, vicepresidents or vice-chancellors. A small sample size may call results into
question; however, they found that deans were evaluated on their ability
to attract, keep, and reward high quality faculty.

Second in importance

was the deans’ capacity to establish institutional norms for the college
of responsibility.

Positive results in affirmative action and encouraging

faculty in community and service projects also ranked high in their study.
Matczynski, Lasley, and Haberman (1989) conducted a follow-up
study to examine how faculty evaluate deans' effectiveness.

Faculty

ranked communication skills as most important and affirmative action as
least important in effective deans.

Faculty also held high expectations

for the dean maintaining high quality in the academic unit.

They are

expected to recruit high quality faculty, assist faculty professional devel
opment, and ensure that faculty maintain high academic standards in
their classes. Activities that could be construed as visionary, forecasting
future needs of the profession and planning new programs, were con
sistently ranked low by faculty.
As recognized campus leaders, the deans have a responsibility to
many constituencies. Except in very large universities, their most direct
subordinates are the department chairpersons who oversee the day-today operation of the curriculum.

The relationship between the deans

and the department chairpersons is a pivotal one in determining the
success of the academic program.
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13
The Department Chairperson
According to Seagren, Creswell, and Wheeler (1993), the roles
and responsibilities of the department chairperson have been studied
more frequently than any other administrative position in higher educa
tion.

They report that more than a dozen major studies have been

conducted since 1965 to map the roles and responsibilities of the chair
person.

Each study delineated multiple roles and responsibilities with

varying emphasis on the importance of each one.
Bennett (1983b) described the role of the chairperson as one
"fraught with ambiguity" (p. 3). The ambiguity comes from the need to
be always looking in tw o directions, mediating the concerns of the
administration to the faculty and representing the faculty to the adminis
tration.

The chairperson inevitably feels divided loyalty to faculty col

leagues and institutional administrators.

Furthermore, they seldom have

clear job descriptions or formal administrative experience beyond chairing
a committee (Bennett, 1983b).
Bennett and Figuli (1990) examined the role of the chairperson
and concluded that the chairperson was the key individual in defining
and realizing department objectives.

Therefore, an important talent of

the chairperson was the ability to communicate effectively. Both faculty
and deans expected that information would be communicated accurately
and effectively.
Tucker (1984) mentioned 28 roles that department chairs under
take.

They included, among others, the roles of teacher, mentor,

researcher,

leader,

and

planner.

He

further

delineated

the

dual
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responsibilities of loyalty and support to the institution and advocacy for
staff in the department.
In a study of the managerial behavior of academic department
chairpersons, Bare (1986) found that two main activities were empha
sized by the chairpersons.

First was representing the interests of the

department to other parts of the institution.

The second activity was

helping staff with career planning. The latter activity involved serving as
a mentor to junior faculty members and guiding faculty in the promotion
and tenure process.

He further suggested that in the performance of

these functions the chairpersons employed a consultative style of leader
ship.
Kremer-Hayon and Avi-ltzhak (1986) studied role perceptions and
the job satisfaction of department chairpersons. Their study included 90
chairpersons from six universities in Israel. On the basis of seven predic
tor variables they concluded that chairpersons' satisfaction with their
role fulfillment was moderate (M = 3 .4 , SD = 0.97).

They also found

that the larger the department the smaller the satisfaction with role ful
fillment.
In a study of department heads in Australia, Moses and Roe
(1990) reported heads experiencing role conflict as they attempt to
represent the interests of both faculty and upper level administrators.
They also complained about the difficulty of continuing their personal
research when they become heads. The most difficult part of their jobs
was reported to be dealing with unsatisfactory performance from staff.
However, many of the heads also spoke of the deep satisfaction related
to opportunities to implement vision, redirect curricula or research
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programs, and to reward others.
Knight and Holen (1985) studied the relationship between depart
mental leadership and faculty perceptions of the quality of their chair
persons' performance of typical responsibilities.

The sample contained

ratings of 45 8 department chairpersons by 5 ,8 3 0 faculty in 65 colleges
and universities in the United States. Using instruments designed for the
study, including a modification of the Leader Behavior Description Ques
tionnaire (LBDQ), they found that the most effective department chair
persons (as rated by faculty) were those who rated high on both initiat
ing structure (tasks) and consideration (relationships).

They found no

significant differences between levels of initiating structure or considera
tion exhibited by department chairpersons in public or private colleges,
nor were there any overall differences when the location or types of
institutions were contrasted.

However, they found that faculty wanted

chairpersons oriented toward both structure and consideration.
In a study of the relationship between the academic dean and
department chairpersons, Lee (1972) found that the dean was the most
important professional person in the life of the chairperson. He suggest
ed that it was indeed the most important relationship in determining the
success of academic programs.
Tucker and Bryan (1 9 91 ) stated that department chairpersons
were crucial to the success or failure of the dean's mission. Deans need
the willing support of the department chairpersons to establish program
priorities, upgrade the faculty, and strengthen the curriculum because it
is the chairpersons who make most of the basic decisions in the college.
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Tucker and Bryan (1991) suggested several characteristics of the
effective department chairperson. The best chairpersons were individu
als who had good reputations in their respective fields; were good
managers; were aggressive and ambitious for their departments; pro
vided the right kind of leadership to achieve departmental goals in the
context of the university mission; and could gain, maintain, or enhance
the reputation of their departments.
Many writers have noted the difficulty of the role of department
chairperson (Bennett, 1983a, 1983b; Creswell, Wheeler, Seagren, Egly,
& Beyer, 1990; Lee, 1972; Tucker, 1981).

Gmelch (1991) discussed

the transitions faced by the department chairpersons.

They go from

solitary work as a faculty member to a more social position as a chair
person, from being autonomous to being accountable to others, from
being professional to being conscious of public relations, and from
requesting resources to being a custodian of and dispenser of resources.
However, there was also information to suggest that most department
chairs were satisfied with their positions (Bennett, 1983b; Gmelch,
1991).
The typical career path of the department chairperson begins as a
faculty member. Progression through faculty ranks is usually a prerequi
site to assuming a department chair position.

Carroll (1991) found that

faculty have an average age of 48 when stepping into the role of chair.
They serve for an average of 6 years and return to faculty status after
their service.

Female chairpersons were younger than their male coun

terparts when they took the position and were more likely to receive a
full professorship after assuming the chair position (Carroll, 1991).
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Hicks and Sperry (1986) found that the power of a chairperson
was derived from faculty consensus, a consensus that emerged when
meetings were held and decisions were made through majority vote and
persuasion.

According to Tucker (1984), effective chairpersons were

neither exclusively directive nor supportive in their leadership but rather
a combination of both. This conceptualization suggested that there was
not a single most appropriate leadership style for department chair
persons.

Leadership practices should vary for different situations and

from department to department (Tucker, 1984).
Given the complex roles of their occupations and the importance
of their relationship to the mission of the college or university, it is
important to understand what it is that deans and department chair
persons find satisfying in their positions.
Job Satisfaction
An important variable that has been extensively scrutinized by
researchers is job satisfaction.

Likert (1973) described subordinate job

satisfaction as one of the most important outcomes of organizational
interactions.

Locke (1976) testified to the sheer volume of studies per

taining to job satisfaction by estimating the number of job satisfaction
studies as of 1969 at over 4,000.
With thousands of studies examining job satisfaction as a variable,
a number of definitions have been generated to define the concept.
Weick (1979) suggested that satisfaction was a consequence of equivo
cality reduction. Vroom (1964) operationalized job satisfaction in terms
of an employee's emotional reaction to various ego-involving facets of
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work and defined it as the "positive orientation of an individual toward
the work role which he is presently occupying" (p. 10).

Locke (1976)

defined job satisfaction as a "pleasurable or positive emotional state
from the appraisal of one's job or experience" (p. 129).

Weiss, Dawis,

England, and Lofquist (1967) defined job satisfaction in terms of the
fulfillment of an individual's requirements by the work environment.
Smith, Kendall, and Hulin (1969) identified job satisfaction in terms of
employee satisfaction with their supervisor, pay, work, co-workers, and
promotion.

Hoy and Miskel (1991) provided a definition specific to

educational organizations by relating it to a past and present-oriented
state that resulted when an educator evaluated his or her work role.
They suggested that if the needs that motivate an individual to work are
satisfied exactly by the organization's incentives, job satisfaction is high.
If an individual's needs are greater than the rewards received for work, a
discrepancy exists that leads to dissatisfaction.

Wheeless, Wheeless,

and Howard (1983) defined job satisfaction in broad terms when they
stated "job satisfaction is generally defined as one's response (affect) to
various facets of the work environment" (p. 146).
Another view, presented by Herzberg, Mausner, and Synderman
(1959) promoted a two-factor theory in which job satisfaction and job
dissatisfaction were viewed as distinct entities, not opposites of each
other.

This theory described job satisfaction and motivational theory

factors as being on tw o separate continuums.

One continuum was in

trinsic satisfaction, which consisted of elements relating to the work
itself, responsibility, achievement, or recognition.

The other continuum

was the extrinsic dimension which included environmental factors and
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factors relating to the job content. The extrinsic dimension, designated
hygienic motivation factors, included such areas as interpersonal rela
tions with subordinates, superiors, and peers; working conditions; and
the individual's own personal life.
Lawler (1986) summarized research findings about job satisfaction
among managers.

Satisfaction was related to an individual's desire to

continue to be an employee of an organization.

He also stated that

managers and administrators have a high need for self-fulfillment.
Organizations that provide them with the opportunity to participate in
decision making and give them control over their work will have more
highly satisfied employees.
The research of Smith et al. (1969) resulted in the development of
the Job Descriptive Index (JDI). The JDI measures five principal facets
of job satisfaction that have been identified as important across nu
merous organizations: (1) work on present job, (2) pay, (3) opportunities
for promotion, (4) supervision, and (5) co-workers (people on your
present job).

They stated that it was critically important that attitude

measurement take into account the extremely different alternatives
which workers bring into the job situation, namely, their work motivation
orientation. According to the researchers, because each condition of the
job affected each individual differently, each factor must be treated as a
single continuum; therefore, job satisfaction does not lend itself to an
overall composite score.

The instrument reflects individuals' general

feelings toward their jobs, encompassing all aspects of job satisfaction.
The original instrument, published in 1969, was revised in 1985 to re
flect changes in jobs over time and to update colloquial language (Smith
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et al., 1987).

A sixth category, job in general, was added in 1989 to

measure overall satisfaction with one's job (Ironson, Smith, Brannick,
Gibson, & Paul, 1989).

Both the original and revised instruments have

been used in numerous studies to measure job satisfaction with various
groups of individuals and in different settings.
Winkler (1982) used the Minnesota Satisfaction Questionnaire and
the Job Descriptive Index to study the perceptions of the job satisfaction
of university faculty members in their present positions. Using a sample
of 6 0 0 faculty, he found that autonomy and academic freedom contrib
uted the most to job satisfaction.

He found that pay, along with poor

administration and leadership, contributed the most to faculty dissatis
faction.

He found that respondents from the department of agriculture

expressed the highest mean job satisfaction on both instruments.
Smart and Morstain (1975) studied job satisfaction among college
and university administrators.

They used the JDI to measure job satis

faction of a convenience sample of attenders at a meeting of the Asso
ciation for Institutional Research.

They found the Work scale to be the

only predictor variable to discriminate between congruent, moderate, and
discongruent administrators.
A dissertation by Boone (1 9 8 6 /1 9 8 7 ) studied job satisfaction of
administrators.

He surveyed a convenience sample of 536 members of

the American Association of University Administrators. Findings showed
that the job characteristics that were significantly associated with job
satisfaction of the respondents were feedback, variety, autonomy, par
ticipation, and role conflict.

He concluded that administrators in-his

study reported high job satisfaction.

He also concluded that this

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

L

satisfaction was based on essentially the same characteristics that were
associated with employee job satisfaction in business and industrial
settings.
Glick (1992) used the revised JDI to examine job satisfaction
among academic administrators. She used a stratified random sample (N
= 332) of presidents, academic vice-presidents, and deans from 136
four-year colleges and universities.

She found that when viewed as a

group, the respondents were satisfied with their jobs (6 3 .2 % ).

How

ever, when compared with a normative group on JDI scale scores, the
chief academic officers and deans were relatively dissatisfied with the
nature of their work.

She also recommended continued use of the JDI

to document changes and trends in the job satisfaction of academic
administrators over time.
The literature supports a conceptualization that considers the joint
effects of the work environment and the individual's characteristics to
provide a more accurate understanding of job satisfaction.

The Job

Descriptive Index (JDI) is today one of the most widely used indirect
measures of overall job satisfaction (Hoy 8t Miskel, 1991).
Leadership
Research has established that leadership is a critical factor in the
effectiveness of organizations (Peters, 1992; Peters & Austin, 1985;
Peters & Waterman, 1982; Tichy & Devanna, 1986).

Leadership has

been examined from a variety of perspectives in an attempt to identify
the variables of successful leadership.

Over several decades the study

of leadership and leader behavior has shifted from an individual historical
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perspective of the great man approach to the exploration of traits,
styles, behaviors, and situations of leaders to a present multidimensional
approach.

The research has generated a number of theoretical ap

proaches to the study of leadership.
Likert (1 9 6 1 ,

1967) suggested that leadership was a relative

process in that leaders must take into account the expectations, values,
and interpersonal skills of those with whom they are interacting.

Lead

ers must present behaviors and organizational processes that the follow
ers perceive to be supportive of their efforts and their sense of personal
worth.

Leaders will involve followers in making decisions that affect

their welfare and work. They will use their influence to further the task
performance and personal welfare of followers.

In addition they will

enhance the cohesiveness of the group and the members' motivation to
be productive by providing the subordinates with freedom for responsible
decision making and the exercise of initiative.
The study of leadership has received a great deal of attention by
researchers and academicians who have attempted to define leadership.
Hersey and Blanchard (1984) described leadership as the process of
influencing individual and group activities toward organizational goal
achievement in a given situation. Tucker (1984) suggested that "leader
ship is the ability to influence or motivate an individual or group of indi
viduals to work willingly toward a given goal or objective under a spe
cific set of circumstances" (p. 41).
Beginning with Fleishman (1953) numerous studies have been
done examining the behavior of leaders from the perspectives of struc
ture (tasks) and consideration (relationships).

Research has generally
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shown that ieaders who evidence behavior that is both high in initiating
structure and in consideration are viewed as effective leaders.
Burns (1978) described transformational leadership as a process
(rather than a set of discrete acts) in which "leaders and followers raise
one another to higher levels of morality and motivation" (p. 20). These
individuals set out to change or modify the goals and expectations of
their followers to increase their productivity and their personal commit
ment to the organization.
In their search for a clearer understanding of effective manage
ment and leadership, Bennis and Nanus (1985) studied 90 chief execu
tives, believing that those who were most effective could be classified
as "transformational leaders."

These individuals focused on "doing the

right thing," in contrast to the traditional manager who concentrated on
"doing things right" (p. 21).

Bennis and Nanus identified four strategies

employed by the transformational leaders:

(1) creating a focus through

attention to vision, (2) communicating in ways that created meaning for
members of the organization, (3) creating trust to reinforce organiza
tional integrity, and (4) deploying self through positive self-regard.
Bass (1985) and Tichy and Devanna (1986) studied transforma
tional leaders in a variety of organizations. Their primary method of data
collection was interviews with the leaders and occasionally with others
in the organization.

They described the processes that occurred when

leaders transform organizations, the behaviors that facilitated those
processes, and the traits and skills characteristic of transformational
leaders.
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The transformational leadership literature has been enhanced by
the research on leadership and organizational culture.
spans

many types

of

organizations,

including

The research

business,

industry,

schools, and universities. Schein (1985) stated that culture represented
the norms, values, beliefs, and assumptions embedded in the organiza
tional social structure.

Organizational leaders should be the masters of

understanding and directing the vision of an institution that embodies the
cultural beliefs, values, and assumptions of its members (Bennis &
Nanus, 1985; Kouzes & Posner, 1987; Schein, 1985; Tichy & Devanna,
1986).
Kouzes and Posner (1987) described studies in which they asked
more than 1 ,100 managers to describe their "personal best as a leader,"
situations in which "everything came together" (p. xx). They found that
80% of the behaviors and strategies described in the case studies could
be accounted for in the following five practices;

(1) challenging the

process, (2) inspiring a shared vision, (3) enabling others to act,
(4) modeling the way, and (5) encouraging the heart.
As a result of their studies, Kouzes and Posner (1987) developed
the Leadership Practices Inventory (LPI). The instrument consists of 30
statements cast on a 5-point Likert scale.

Each of the five leadership

practices is the basis for six of the statements. Two forms of the Lead
ership Practices Inventory have been developed, the LPI-Self, which is
used by the leader, and the LPI-Observer, which is completed by subor
dinates. Factor analysis and studies of reliability and validity confirm the
usefulness of the LPI. This instrument has been used in numerous stud
ies since 1987 to measure leadership practices in various settings with
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different groups of individuals.
In a study of academic deans, Xu (1 9 9 1 /1 9 9 3 ) found that deans
perceived their leadership behavior, as described in the LPI, to be signifi
cantly more effective than did department chairpersons.

Edwards

(1 9 9 2 /1 9 9 3 ) studied associate deans/directors in community colleges in
the Southwest and found that the results of the LPI showed that the
leadership profile of the associate deans/directors was similar to that of
exemplary leaders in other contexts. Spotanski (1 9 90 /1 9 9 1 ) studied the
leadership practices used by department executive officers (DEOs) in
agricultural education.

Using the LPI, he found that the scores of DEOs

and faculty members were relatively similar with statistically significant
difference only in the enabling-others-to-act dimension of the LPI, with
DEOs viewing themselves engaging in this practice more often than
faculty colleagues.
Extensive research has been conducted over many years exploring
the nature of effective leadership. The role of the leader in communicat
ing and shaping the culture of organizations has also been explored. The
Leadership Practices Inventory (Kouzes & Posner, 1987) has been devel
oped as one means of assessing effective leadership in organizations.
Job Satisfaction and Leadership Practices
Numerous studies have examined the relationship between various
facets of leadership and job satisfaction of followers (McNeese-Smith,
1991;

Reichard,

1990/1991;

Song,

1 9 9 0 /1 9 9 1 ;

Xu,

1 9 91 /1 9 9 3 ).

Many of the studies have been in institutions of higher education.
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Using the LP! and the Job in General-Satisfaction Scale, McNeeseSmith (1991) studied 41 managers and 510 employees in hospitals.
Statistically significant (a < .001) differences were found between each
of the leadership behaviors and the follower outcome variables. Among
other things she found that the enabling-others-to-act dimension of the
LPI explained the greatest amount of variance around both job satisfac
tion and organizational commitment.
Xu (1 9 9 1 /1 9 9 3 ), using the LPI and the Index of Job Satisfaction,
found that the more effective the department chairpersons perceived the
deans' leadership behavior to be, the more satisfied they were with their
jobs.

His study, conducted with 42 academic deans and 173 depart

ment chairpersons in public universities in Tennessee, also demonstrated
that academic deans perceived themselves performing certain leadership
practices more frequently than the chairpersons perceived those be
haviors in the deans.
In a study of deans and faculty in colleges of education, Song
(1 9 9 0 /1 9 9 1 ) noted a significant relationship (e < .05) between deans'
perceived management-oriented leadership behaviors and intrinsic job
satisfaction of faculty.
oriented deans.

Overall, the faculty preferred not to have task-

Twenty-seven deans and 30 faculty from 13 states

participated in the study.
In a study of university presidents' leadership styles and job satis
faction of deans, Reichard (1990/1991) found the presidents' perceived
leadership style had no significant effect on deans' overall job satisfac
tion, although certain questions within each questionnaire were found to
be significant.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

Kennedy (198S) investigated the relationship between perceived
leadership behavior of the dean/chair, selected organizational variables,
and faculty job satisfaction in baccalaureate nursing programs.

Using

the Leader Behavior Descriptive Questionnaire (LBDQ) and the Brayfield
and Roth Index of Job Satisfaction, she found that both consideration
and initiation of structure were positively associated with job satisfac
tion.

However, consideration was found to make the greatest contribu

tion to faculty job satisfaction.
Several studies have linked leadership practices with job satisfac
tion in higher education. This study will add to that body of knowledge
about academic deans, department chairpersons, leadership practices,
and job satisfaction.
Summary
This chapter has provided an overview of the pertinent literature
about deans and department chairpersons as academic leaders.

The

literature has shown that deans and chairpersons are both middle
managers in the typical higher education administrative plan.

Deans

have numerous roles, including budgeting, planning, evaluating, and
communicating the culture of the institution.

The relationship with the

department chairperson is an important one, as the chairperson oversees
the day-to-day implementation of the curricular decisions. Chairpersons
experience considerable ambiguity and conflict in their roles as they
serve as the link between the university administration and the faculty.
Many definitions of job satisfaction have been proposed and
numerous studies have been done to explore the concept in various
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settings. The Job Descriptive index (JDi) was developed to measure five
facets of job satisfaction.

Studies done with academic administrators

show that they generally report satisfaction with their jobs as measured
by the Job Descriptive Index.
The concept of leadership has been extensively studied over many
years. Effective leaders have shown consideration for followers and are
visionary.

The more effective the leaders were perceived to be, the

more satisfied subordinates were with their jobs.

In addition, leaders

who scored high in consideration were found to have more satisfied
followers.

The Leadership Practices Inventory (LPI) has been shown to

be a proven instrument to measure leadership effectiveness in a variety
of settings. Few studies have been done with the variables of job satis
faction and leadership in higher education.
The methodology and the instruments that were used to research
the relationship between leadership practices of academic deans and the
job satisfaction of department chairpersons are delineated in Chapter III.
It includes the specific research protocol used.

Chapter IV contains the

findings from the research, and the last chapter contains a discussion of
those findings and suggested conclusions that can be drawn.

Implica

tions for future study are also presented in Chapter V.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

CHAPTER III
METHODOLOGY
The purpose of this study was to examine the relationship
between

the leadership practices of academic deans and the job

satisfaction of department chairpersons.

In this chapter the research

design is presented with research questions, hypotheses, subjects,
instrumentation, data collection procedures, and data analysis pro
cedures.

Research Design
A survey research design was used in this study. Kerlinger (1986)
described survey research as a "useful tool for educational fact-finding"
(p. 386) and "is best adapted to obtaining personal and social facts,
beliefs, and attitudes" (p. 386).

It was a methodological technique

requiring systematic collection of data from samples of populations
through questionnaires or interviews.

It was especially appropriate for

making descriptive studies of large populations (Kerlinger, 1986).

The

nature of the present study required obtaining quantitative data from a
sample of a large population.

A self-administered questionnaire was

efficient and offered the advantage of contact with a large number of
subjects in a relatively short period of time.

29
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Research Questions
The following research questions were explored:
1.

W hat was the relationship between the leadership practices of

academic deans and the job satisfaction of department chairpersons?
2.

W hat was the difference between the leadership practices of

academic deans and the leadership practices of department chair
persons?
3.

W hat was the difference between the job satisfaction of the

academic deans and the job satisfaction of the department chairpersons?
4.

W hat was the difference between selected demographic

variables and the leadership practices of academic deans?
5.

W hat was the difference between

selected demographic

variables and the job satisfaction of department chairpersons?
6.

W hat was the profile of academic deans and department

chairpersons?
Hypotheses
The impact of leadership practices on the job satisfaction of
subordinates was supported in the literature.

For the purposes of this

study the term leadership practices was defined as those common and
measurable behaviors engaged in by the academic deans and the de
partment chairpersons in their professional roles. The term iob satisfac
tion was defined as the intrinsic feelings of worth experienced by
academic deans and department chairpersons in their professional roles.
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Conceptual Hypotheses
The conceptual hypotheses were:
1.

There is a relationship between academic deans' leadership

practices and the job satisfaction of department chairpersons.
2.

There is a difference between the academic deans' leadership

practices and the leadership practices of department chairpersons.
3.

There is a difference between the academic deans' job satis

faction and the job satisfaction of department chairpersons.
4.

There is a difference between selected demographic variables

and the leadership practices of academic deans.
5.

There is a difference between selected demographic variables

and the job satisfaction of academic deans.
6.

There is a difference between selected demographic variables

and the job satisfaction of department chairpersons.
7.

There is a difference between selected demographic variables

and the leadership practices of department chairpersons.
Operational Hypotheses
The operational hypotheses were:
1.

There will be no significant relationship between the leader

ship practices of academic deans as measured by the LPI and the job
satisfaction of department chairpersons as measured by the JDI.
2.

There will be no significant difference between the leadership

practices of academic deans and the leadership practices of department
chairpersons as measured by the LPI.
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3.

There will be no significant difference between the job satis

faction of the academic deans and the job satisfaction of department
chairpersons as measured by the JDI.
4.

There

will be no significant difference

between selected

demographic variables and the leadership practices of academic deans as
measured by the
5.

There

LPI.
will be no significant difference

between

selected

demographic variables and the job satisfaction of academic deans as
measured by the
6.

There

JDI.
will be no significant difference

between selected

demographic variables and job satisfaction of department chairpersons
as measured by the JDI.
7.

There

will be no significant difference

between selected

demographic variables and the leadership practices of department chair
persons as measured by the LPI.
Subjects
The subjects of this study were the academic deans and depart
ment chairpersons in four-year colleges and universities in a convenience
sample of four Upper Midwestern states.

The colleges and universities

selected fit the Carnegie Foundation for the Advancement of Teaching
(1987) classification categories of Research Universities I and II, Doctor
ate-Granting Universities I and II, Comprehensive Universities and Col
leges I and II, and Liberal Arts Colleges I and II.

The department chair

persons were those individuals who were the chairs of each department
supervised by an academic dean.

All deans' names were ascertained
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from the 1995 Higher Education Directory (Rodenhouse, 1994) and were
verified by calls to the respective deans' offices.

Names of department

chairpersons were ascertained by telephone calls to the deans' offices or
obtained from current university or college catalogs.

Using the proce

dure for selecting a sample size as outlined in Isaac and Michael (1981)
and Krejcie and Morgan (1970), 30 0 deans were randomly selected from
a population of 4 19 deans from four Upper Midwestern states for partic
ipation in the study.

A letter was sent to each dean's office explaining

the nature of the research project prior to telephone calls to obtain the
names of department chairs (Appendix A). From a known population of
more than 2 ,000, the names of 30 0 department chairs were randomly
selected for participation in the study.
Instruments
Two widely available, self-administered instruments with known
reliability and validity were used for this study.
Leadership Practices Inventory
The self-administered Leadership Practices Inventory (LPI), devel
oped by Kouzes and Posner (1987), was administered to the academic
deans and the department chairpersons.

This instrument provided an

assessment of leadership practices by providing a score for a set of five
leadership practice dimensions. The categories of the LPI are:

(1) chal

lenging the process, (2) inspiring a shared vision, (3) enabling others to
act, (4) modeling the way, and (5) encouraging the heart.
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Kouzes and Posner (1987, 1993) further described each of the
categories of the LPI.

Challenging the process involves searching for

opportunities as well as experimenting and taking risks.

Inspiring a

shared vision involves envisioning the future and enlisting the support of
others in a commitment to that vision.

Enabling others to act entails

fostering collaboration and strengthening others in the decision-making
process.

Modeling the way consists of setting an example for others

and planning small wins. Encouraging the heart involves recognizing the
contributions of others and celebrating accomplishments.
The LPI consisted of 30 items cast on a 5-point Likert scale.

A

higher value represented more frequent use of a leadership behavior. A
respondent circling a 5 indicated the behavior was frequently or almost
always practiced, whereas a 1 indicated the behavior was rarely or very
seldom practiced. It could be completed in approximately 5 minutes. A
mean score was obtained for each of the five categories.
The initial stage of development involved data from more than
2 ,1 0 0 managers and their subordinates.
from .70 to .91.

Internal reliability ranged

Test-retest reliability averaged .93 (Posner & Kouzes,

1988, 1992, 1993). Average scores for the Leadership Practices Inven
tory-Self were significantly higher than those on the Leadership Practices
Inventory-Observer.
Data from 5 ,2 9 8 managers, who used the LPI-Self, from a broad
spectrum of functional fields, have been reported.

In addition, 3 0 ,9 1 3

subordinates completed the LPI-Observer (Posner & Kouzes, 1992).
Internal reliability for the LPI-Self ranged from .7 0 to .85 and test-retest
reliability averaged .93.

The only category shown to have statistically
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significant differences for males and females was that of encouraging
the heart.
The Leadership Practices Inventory was chosen for this study
because it has been extensively tested and is of known validity and
reliability.

A scoring manual was also available th at provided group

norms for each category.

For this study, only the LPI-Self was used.

Permission to use this instrument was secured from the authors (Appen
dix F).
The Job Descriptive Index
The second instrument used in this study was the revised Job
Descriptive Index (JDI) (Bowling Green State University, 1985), which
was initially developed by Smith et al. (1969) and revised by Smith et al.
(1987).

The instrument was designed to measure an individual's job

satisfaction in the following five areas: (1) work, (2) pay, (3) promotion,
(4) supervision, and (5) co-workers.

Overall satisfaction was measured

by the Job in General scale which was added at the time the instrument
was revised (Smith et al., 1987). The format of the JDI consisted of a
series of objective checklists referring to various job aspects. The scale
items represented descriptions associated with both satisfaction and
dissatisfaction in the above six areas. Each JDI scale was made up of a
list of descriptive phrases or adjectives which the respondents were
asked to mark Y for yes if it described their job, or N for no if it did not.
A question mark (?) is used if they could not decide whether or not the
word or phrase described their job. The information gained was to infer
the respondents’ job satisfaction in each of six areas (Smith et al., 1969;
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Smith et al., 1987).
Extensive normative data based on more than 2 ,5 0 0 people from
a broad range of occupations were available for the original JDI and
were stratified by gender, educational level, and job tenure (Smith et al.,
1969). The selection of a norm group with the highest educational level,
17 years or more education, was the best comparative group for this
study.

The 1985 edition had norms that were transformed from the

original JDI (Balzer & Smith,

1990).

Test-retest reliability ranged

from .7 0 to .8 0 (Balzer & Smith, 1990).
The Job Descriptive Index (Bowling Green State University, 1385)
was selected for this study because it was a standardized instrument of
proven quality that had been used extensively in many settings.
manual provided information for the scoring of the instrument.

A test
Permis

sion to reproduce the instrument was secured (Appendix G).
Data Collection Procedures
Permission from the Human Subjects Institutional Review Board at
Western Michigan University was obtained prior to data collection
(Appendix H).

A letter of transmittal, survey instruments, and personal

data sheets were mailed to the academic deans and department chair
persons (Appendixes B-E). All items were coded for purposes of follow
up with nonrespondents. A stamped, self-addressed envelope for return
was enclosed.
A follow-up letter, survey instruments, personal data sheet, and
stamped self-addressed envelope were sent out 2 weeks after the initial
mailing to those individuals who had not responded.
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The surveys were coded to assist the researcher in determining if
the surveys had been returned and to match the deans and department
chairpersons. The researcher was the only person to have access to the
codes and all items were destroyed upon successful completion of the
study.
Data Analysis Procedures
Results of all the surveys were compiled according to instructions
in the test manuals for each instrument.

All data were coded and ana

lyzed using the Software Package for Social Sciences (Norusis, 1990)
statistical software and Minitab for Windows (1994). The level of signif
icance was set at p. < .05. Pearson product-moment correlation coeffi
cients were calculated to test one of the hypotheses. One-way analysis
of variance (ANOVA) and t tests were used to test the remaining six
hypotheses. There was also generation of descriptive statistics from the
demographic data.

There was an exploration of the normality of the

data that were generated.

The data generated from the JDI were

compared to normative data for those with greater than 17 years of
education to see if academic leaders in higher education were similar to
the normed group.

In addition, data gathered from the LPI were com

pared to a group of more than 5 ,0 0 0 managers from a wide array of
occupations.
Summary
The protocol that was used for this study has been described in
this chapter.

Included are the research questions and hypotheses,
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subjects, instruments, data collection procedures, and data analysis
procedures.

Presented in Chapter IV are the findings based on the re

sults of data analysis with respect to each of the hypotheses. Chapter V
contains a summary and discussion of the findings, conclusions, and
recommendations.
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CHAPTER IV
FINDINGS AND ANALYSIS OF DATA
Introduction
The purpose of this study was to examine the relationship be
tween the leadership practices of academic deans and the job satisfac
tion of department chairpersons in selected Upper Midwestern states.
In this chapter an overview of the study is presented ‘w ith a
review of the primary research questions.

Demographic data for the

academic deans and department chairpersons is also presented.

The

research findings are introduced along with an analysis of data for each
of the hypotheses tested. Norm group comparison is also included.
The demographic data were analyzed with descriptive statistics.
The data from the Leadership Practices Inventory (Kouzes & Posner,
1988) and the Job Descriptive Index (Bowling Green State University,
1985) were analyzed using t tests for tw o independent samples, one
way analysis of variance (ANOVA), and the Pearson product-moment
correlation coefficient. In all hypothesis testing, the level of significance
was set at .05.
Overview of Study
This research study explored four basic research questions. They
were:
1.

What was the relationship between the leadership practices of
39
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academic deans and the job satisfaction of department chairpersons?
2.

What were the differences between the leadership practices

of academic deans and the leadership practices of department chair
persons, and what were the differences between the job satisfaction of
academic deans and the job satisfaction of department chairpersons?
3.

What were the relationships between selected demographic

variables and the leadership practices and job satisfaction of department
chairpersons?
4.

What were the relationships between selected demographic

variables and the leadership practices and job satisfaction of department
chairpersons?
A survey research design was used for this study.

In February

1995, the Leadership Practices Inventory (LPI), the Job Descriptive Index
(JDI), a demographic data sheet, and a stamped self-addressed envelope
were sent to 300 academic deans from colleges and universities in the
Upper Midwest. Responses were obtained from 179 deans (60% ). Nine
deans either chose not to participate or had incomplete responses and
were eliminated from the study. That left a usable sample of 170 deans
(57% ).
The same instruments were mailed to a sample of 3 00 department
chairpersons from colleges and universities of the academic deans who
participated in the study.

Responses were obtained from 150 depart

ment chairpersons (50% ). Ten declined to participate or had incomplete
responses and were eliminated from the study.

That left a usable

sample of 140 department chairpersons (47% ).
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Demographic Characteristics of Respondents
Demographic data were collected concerning respondents' gender,
age, type and highest degree, years in current position, type of institu
tion, size of institution, and number of professional staff supervised.
The Academic Dean
Academic deans were predominately male, approximately 71% ,
with approximately 29% female.

Nearly 89% ranged in age from 46 to

65 years with 95% of the academic deans holding a doctorate of philos
ophy or education. Seventy-four percent of the deans have been in their
current position less than 8 years, with the size of the institutions repre
sented across all ranges.

Public institutions employed nearly two-thirds

of the academic deans (see Table 1 for summary data).

The mean size

of the professional staff supervised was 125 with a median of 81 (see
Table 2).

With a supervised staff ranging from 6 to 2 ,0 0 9 , it can be

assumed that some deans referred only to department chairs as staff
and some counted department faculty.
The Department Chairperson
The

department chairpersons were

also predominately

comprising approximately 76% of the respondents.

male,

The chairpersons

were younger than the deans, slightly less than three-quarters ranged in
age from 4 6 to 65 and the remaining ones were younger than 4 6 years.
Doctorates were held by 8 7 % .
ranged across all categories.

The years in their current position

Slightly more than half of respondents

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

i

42
Table 1
Demographic Characteristics of Academic Deans
and Department Chairpersons
Deans
(N = 170)
Category

f

%

Chairpersons
(N = 140)
f

%

Gender
Male
Female

120

7 0 .6 0

107

76.43

50

2 9 .4 0

33

23.57

Age
26-35

0

0 .0 0

2

1.43

36-45

14

8 .43

35

25.00

46-55

95

5 7 .2 3

72

51.43

56-65

52

3 1 .3 3

31

22 .1 4

5

3.01

0

0 .00

>65

Highest degree
Ph.D.

143

8 4 .7 3

115

8 2 .1 4

Ed.D.

17

1 0 .0 0

7

5.00

Master's

7

3.75

15

10.71

Other

3

1.52

3

2 .14

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

43
Table 1--Continued
Deans
(N = 170)
Category

f

%

Chairpersons
(N = 140)
f

%

Years in position
0-2

48

27.71

26

18.57

2-5

39

2 2 .8 9

32

2 2 .8 6

5-8

40

2 3 .4 9

27

19.29

8-11

20

12.05

13

Q 2°

7

4 .2 2

10

7 .1 4

16

9 .6 4

32

2 2 .8 6

11-14
>14

Type of institution
Public
Private

106

63 .0 3

72

5 1 .4 3

64

3 6 .9 7

68

4 8 .5 7

Size of institution
< 1 ,5 0 0

18

10 .2 4

30

2 1 .4 3

1 ,5 0 0 -3 ,0 0 0

30

17.47

40

2 8 .5 7

3 ,0 0 0 -5 ,0 0 0

13

7 .83

5

3 .5 7

5 ,0 0 0 -1 0 ,0 0 0

35

21 .0 8

31

2 2 .1 4

1 0 ,0 0 0 -1 5 ,0 0 0

31

17.47

0

0 .0 0

1 5 ,0 0 0 -2 0 ,0 0 0

8

4 .8 2

0

0 .0 0

2 0 ,0 0 0 -2 5 ,0 0 0

13

7 .8 3

1

0.71

> 2 5 ,0 0 0

22

13.25

33

2 3 .5 7
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came from public institutions. Respondents came from institutions of all
sizes except those of 1 0,000 to 1 5,000 and 1 5 ,0 0 0 to 2 0 ,0 0 0 (see
Table 1 for summary data).

The mean number of professional staff

(faculty) supervised was 23 with a median of 15 (see Table 2).
Table 2
Professional Staff Supervised by Deans and Chairpersons
Deans
(N = 170)

Chairpersons
(N = 140)

Range

M

Mdn

Range

M

Mdn

6 to 2 ,0 0 9

1 2 5 .2

81

2 to 110

23

15

Based on the data presented above, it can be concluded that
academic deans are predominantly middle-aged males holding a doctor
ate and have been a dean less than 8 years.

Department chairpersons

are also primarily middle-aged males who hold a doctorate and have
been chairpersons less than 8 years.
Analysis of Data
Hypothesis 1
Hypothesis 1 stated that there would be no significant correlation
between the leadership practices of academic deans and the job satis
faction of department chairpersons.

Pearson product-moment correla

tions were computed for the academic deans and the department chair
persons (see Tables 3, 4, and 5).
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Table 3
Variable Names
Item number

Name

1

Challenging the process (LPI)

2

Inspiring a shared vision (LPI)

3

Enabling others to act (LPI)

4

Modeling the way (LPI)

5

Encouraging the heart (LPI)

6

Work on present job (JDI)

7

Present pay (JDI)

8

Opportunities for promotion (JDI)

9

Supervision (JDI)

10

Co-workers (JDI)

11

Job in general (JDI)

For the academic deans, several high positive correlations were
found in the Leadership Practices Inventory.

They include correlations

between challenging the process and inspiring a shared vision (.680),
enabling others to act (.424), modeling the way (.497), and encouraging
the heart (.514).

Additional positive correlations were found between

inspiring a shared vision and modeling the way (.457) and encouraging
the heart (.405).

Enabling others to act was positively correlated with

modeling the way (.489) and encouraging the heart (.446).

Modeling

the way was also positively correlated with encouraging the heart
(.449).

All correlations within the Leadership Practices Inventory were
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Table 4
Correlations Between Deans’ Leadership Practices
and Deans' Job Satisfaction
Score

1

3

2

4

5

1

—

2

.680*

3

.424*

.370*

4

.497*

.457*

.489*

—

5

.514*

.405*

.446*

.449*

6

.216*

.231*

.174

.165

.146

-.017

-.051

.013

-.108

.146

.161

.129

-.011

-.093

-.085

7
8
9

-.054
.206*
-.064

6

7

8

9

10

11

—

—

—

.228*

—

.196*

—

.300*

.180

-.017

.279*

.194

.275*

—

—

10

.211*

.109

.358*

.176

.182

.355*

.122

.277*

.226*

—

11

.182

.242*

.196*

.120

.170

.791*

.344*

.273*

.218*

.373*

. . .

^Significant at the .05 level, critical value for r > .195.
45>
O)
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Table 5
Correlations Between Chairpersons' Leadership Practices
and Chairpersons' Job Satisfaction
Score
1

1

3

2

4

5

6

7

8

9

10

11

—

2

.635*

—

3

.354*

.305*

4

.470*

.487*

.447*

—

5

.398*

.460*

.378*

.501*

6

.285*

.365*

.199*

.235*

. . .

—

.210*

—

7

-.022

-.056

.016

-.002

-.131

.185

8

-.049

.032

.045

-.018

.057

.238*

.141

—

9

.064

.062

.133

.108

.092

.236*

.235*

.164

10

.050

.057

.336*

.053

.046

.213*

.289*

.220*

.396*

11

.158

.167

.167

.139

.140

.539*

.350*

.305*

.391*

*Significant at the .05 level, critical value for r > .195.

—

—

—

.505*

—

positively correlated {see Table 4).
Correlations were also computed for the Leadership Practices
Inventory and the Job Descriptive Index.

Small positive and negative

correlations were found between the various scales of the two instru
ments.
When correlations were computed for the categories of the Job
Descriptive Index all correlations were positive.

Only one was highly

positive, the job in general and work on present job (.791) (see Table 4).
Pearson product-moment correlations were also computed for the
department chairpersons on the Leadership Practices Inventory. Positive
correlations were found between all categories. Strongly positive corre
lations were found between challenging the process and inspiring a
shared vision (.635) and modeling the way (.470).

Inspiring a shared

vision was strongly positively correlated with modeling the way (.4 8 7 )
and encouraging the heart (.460).

Enabling others to act was highly

correlated with modeling the way (.447) and modeling the way was
strongly correlated with encouraging the heart (.501) (see Table 5).
Correlations between the categories of the Leadership Practices
Inventory and the Job Descriptive Index showed small positive and
negative correlations. The only strongly positive correlation between the
categories of the Job Descriptive Index was between the job in general
and work on present job (.539) and co-workers (.500) (see Table 5).
To calculate the correlation between the leadership practices of
the deans and the job satisfaction of the department chairpersons, the
transformed Fisher values were computed for the correlations of the job
in general category, the overall measure of job satisfaction, and the
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categories of the Leadership Practices Inventory.

All scores fell below

the computed critical value; therefore, the null hypothesis is retained.
Hypothesis 2
The second hypothesis stated that there would be no significant
differences between the leadership practices of academic deans and the
department chairpersons. Two-sample t tests were used to determine if
a significant relationship existed between the groups.

Homogeneity of

variance was examined in each case using the Levene's test. An appro
priate selection of t test was made based on the test statistic.
In each of the five categories of the Leadership Practices Inven
tory there was found to be a significant difference (e < .001) between
the academic deans and the department chairpersons. The data are pre
sented in Table 6.

The null hypothesis of no significant difference was

therefore rejected.
Hypothesis 3
Hypothesis 3 stated that there would be no significant differences
between the job satisfaction of the academic deans and the department
chairpersons.

The data were analyzed using t tests to determine if a

significant relationship existed between groups.

The Levene's test was

used to check for homogeneity of variance and the appropriate t test
was selected based on the test statistic.
Analysis showed that a significant difference existed in three of
the categories of the Job Descriptive Index.

The categories which

showed significant differences were work on present job, pay, and job
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Table 6
Difference Between Leadership Practices of Academic
Deans and Department Chairpersons
Category

N

M

SD

t

Deans

170

2 4.17

3 .2 9

6 .2 2 *

Chairpersons

140

2 1 .7 4

3 .5 6

Deans

170

2 3.56

3 .6 0

Chairpersons

140

2 0.17

3 .9 9

Deans

170

26.71

2 .2 4

Chairpersons

140

2 5 .7 4

3 .0 6

Deans

170

23.62

3 .1 4

Chairpersons

140

2 2 .3 4

3.11

Deans

170

24.55

3 .4 8

Chairpersons

140

23.37

4 .1 9

Challenge the
process

Inspire a shared
vision
6 .5 7 *

Enable others to
act
3 .1 3 *

Model the way
3 .5 8 *

Encourage the
heart
2 .6 4 *

*E < .001.
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in general.

The categories which were not significant were promotion,

supervision, and co-workers.

See data in Table 7.

The null hypothesis

was therefore rejected for the categories of work, pay, and job in general
but retained for the categories of promotion, supervision, and co
workers.
Hypothesis 4
Hypothesis 4 stated that there would be no significant difference
between selected demographic variables and the leadership practices of
academic deans. The variables of (a) gender, (b) age, (c) type of institu
tion, (d) years in current position, and (e) size of institution were ana
lyzed. One-way analysis of variance (ANOVA) and t tests were used for
data analysis.

Homogeneity of variance was checked by using the

Levene’s test.

Appropriate t test and ANOVA were used based on the

results of the test statistic.
A t test was used to determine if there was a significant dif
ference between gender and leadership practices.
males and 50 females.

There were 120

No significant differences (a < .05) were found

between genders; therefore, the null hypothesis was retained (see Table

8 ).
One-way analysis of variance (ANOVA) was used to determine if
there was a significant difference between age and leadership practices
of academic deans. There were deans in four of the five age categories
on the demographic data form.
years.

There were no deans younger than 35

Data analysis showed no significant differences, so the null

hypothesis with respect to age was retained (see Table 9).
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Table 7
Difference Between Job Satisfaction of Academic
Deans and Department Chairpersons
N

M

SD

Deans

170

4 0 .2 4

7.48

Chairpersons

140

3 7 .1 4

8.88

Deans

170

4 0 .5 0

12.80

Chairpersons

140

3 6 .3 0

13.70

Deans

170

2 6 .2 0

14.30

Chairpersons

140

2 4 .6 0

15.40

Deans

170

4 1 .8 0

11.70

Chairpersons

140

4 0 .0 0

13.40

Deans

170

4 5 .2 7

8.85

Chairpersons

140

43.91

9.72

Deans

170

4 6 .0 7

7 .36

Chairpersons

140

4 3 .4 0

10.10

Category

t

Work on present
job
3 .2 7 * *

Pay
2 .8 2 * *

Promotion
1 .1 7

Supervision
1 .2 6

Co-workers
1 .2 7

Job in general

* £ < .0 1 .

2 .5 5 *

* * b . < .005.
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Table 8
Difference Between Gender and Leadership
Practices of Academic Deans
Category

N

M

SD

120

2 4 .0 3

3 .4 3

50

2 4.55

2 .9 0

120

2 3 .3 2

3 .6 6

50

2 4 .1 7

3 .3 9

120

2 6 .8 6

2 .2 0

50

2 6 .3 4

2.31

120

2 3 .7 0

3 .1 9

50

2 3.43

3 .0 5

120

24.31

3 .5 2

50

2 5 .1 3

3 .3 5

t

Challenge the
process
Males
Females

-0.93

Inspire a shared
vision
Males
Females

1.38

Enable others to
act
Males
Females

1.34

Model the way
Males
Females

0.50

Encourage the
heart
Males
Females

1.40

< .05.
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Table 9
Difference Between Age Categories and Leadership
Practices of Academic Deans
Category

SS

MS

3

2 8 .5 0

9.50

Error

166

1 7 5 9 .5 0

1 0.90

Total

169

1 7 87 .90

3

3 6 .0 0

12.00

Error

166

2 1 0 0 .9 0

13.00

Total

169

2 1 3 6 .9 0

3

8 .8 6

2.95

Error

166

8 1 7.2 7

5.04

Total

169

8 2 6.1 2

3

3 2 .2 9

10.76

Error

166

1598.81

9.87

Total

169

1631.09

3

7 4 .7 0

2 4 .9 0

Error

166

19 28 .40

11.90

Total

169

2 0 0 3 .1 0

df

F

Challenge the process
Age

0 .8 7

Inspire a shared vision
Age

0 .9 3

Enable others to act
Age

0 .5 9

Model the way
Age

1.09

Encourage the heart
Age

2 .0 9

* 2 < .05.
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Leadership practices were examined with respect to type of
institution.

A t test was used to determine if significant differences

existed between public and private institutions.

There were 106 deans

from public institutions and 64 from private institutions.

Only one

category, enabling others to act, was found to be significant at the .05
level.

Because other categories did not show significance, the null

hypothesis was retained with respect to type of institution (see Table

10).
One-way analysis of variance was used to determine if there was
a significant difference between size of the institution where the deans
worked and leadership practices. Eight categories of size were recorded
and deans were represented from each category. Challenge the process
was the only leadership practice category where a significant difference
was found; therefore, the null hypothesis with respect to size of institu
tion was retained (see Table 11).
A one-way analysis of variance (ANOVA) was used to determine if
differences existed between the number of years deans were in their
current position and leadership practices.
position were placed into six groups.
practice showed significant differences.

The number of years in the
Two categories of leadership
Enabling others to act was

significant at the .05 level and modeling the way was significant at
the .01 level. Therefore, while there were some differences with respect
to size of institution, the null hypothesis must be retained. See Table 12
for presentation of data analysis.
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Table 10
Difference Between Type of Institution and
Leadership Practices of Academic Deans
Category

N

M

SD

t

Public

106

2 4.39

3 .2 7

1.21

Private

64

23.75

3 .3 2

106

23.65

3 .5 8

64

23.31

3.61

106

26.99

2 .2 0

64

2 6.28

2 .2 7

106

2 3.72

2 .9 9

64

23.41

3 .4 2

106

2 4.74

3.61

64

24.15

3 .2 3

Challenge the
process

Inspire a shared
vision
Public
Private

0 .5 9

Enable others to
act
Public
Private

1 .9 3 *

Model the way
Public
Private

0.61

Encourage the
heart
Public
Private

1.06

< .05.
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Table 11
Difference Between Size of Institution and Leadership
Practices of Academic Deans
Category

df

SS

MS

F

Challenge the process
7

166.40

2 3 .8 0

Error

162

1621.50

10.30

Total

169

1787.90

7

77.20

11.00

Error

162

20 59 .70

13.00

Total

169

2136.90

7

4 1.16

5 .8 8

Error

162

784.96

4 .9 7

Total

169

826.12

7

35.30

5.00

Error

162

1595.80

10.10

Total

169

1631.10

7

82.10

11.70

Error

162

1921.00

12.20

Total

169

2 0 03 .10

Size

2 .3 2 *

Inspire a shared vision
Size

0 .8 5

Enable others to act
Size

1.18

Model the way
Size

0 .5 0

Encourage the heart
Size

0 .9 7

< .05.
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Table 12
Difference Between Years in Current Position and
Leadership Practices of Academic Deans
Category

df

SS

MS

F

1.16

Challenge the process
Years

5

6 2 .7 0

12.50

Error

164

17 25 .30

10.80

Total

169

1 787.90

Years

5

2 3 .6 0

4 .7 0

Error

164

2 1 1 3 .3 0

13.20

Total

169

2 1 3 6 .9 0

Years

5

5 9.80

11.96

Error

164

7 6 6 .3 2

4.79

Total

169

8 2 6.1 3

Years

5

192.62

3 8.52

Error

164

1438.47

8.99

Total

169

1 631.09

Years

5

39 .60

7.90

Error

164

1 963.50

12.30

Total

169

2 0 0 3 .1 0

Inspire a shared vision
0 .3 6

Enable others to act
2 .5 0 *

Model the way
4 .2 8 * *

Encourage the heart

< .05.

0 .6 5

* * f i < .01.
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Hypothesis 5
The fifth hypothesis analyzed differences in demographic variables
and the job satisfaction of academic deans.

The specific demographic

variables examined were (a) gender, (b) age, (c) type of institution, (d)
years in current position, and (e) size of institution.

Homogeneity of

variance was analyzed by using the Levene's test. One-way analysis of
variance (ANOVA) and appropriate t tests were used based on the result
of the test statistic.
Differences in gender and job satisfaction were analyzed with t
tests.

Six categories of job satisfaction were analyzed with respect to

gender. There were 120 male deans and 50 female deans in the study.
No significant differences were found between gender and job satisfac
tion; therefore, the null hypothesis was retained (see Table 13).
Differences with respect to age and job satisfaction of academic
deans were examined using one-way analysis of variance (ANOVA).
There were five categories of age but deans were represented in only
four of those categories.

There were no deans in the study younger

than 35 years. Opportunities for promotion was the only category that
was found to be significant with respect to age at a level of .01.

The

null hypothesis of significant differences in age and job satisfaction must
be retained. See Table 14 for presentation of data analysis.
The difference between type of institution and job satisfaction
was analyzed with a t test.

In the study there were 106 deans from

public institutions and 64 from private institutions.

Only one category,

that of supervision, was statistically significant for the academic deans,
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Table 13
Difference Between Gender and Job Satisfaction
of Academic Deans
Category
Work in present
job
Males
Females

N

M

SD

t

120

4 0 .5 8

7 .6 6

0.91

50

3 9 .4 0

7 .0 2

120

4 0 .6 0

1 3.00

50

4 0 .3 0

12.40

120

2 5 .4 0

1 4.10

50

2 9 .6 0

14.70

120

4 0 .8 0

1 2.20

50

4 4 .4 0

9 .8 9

120

45.81

8 .9 3

50

4 3 .8 9

8 .5 8

120

4 5 .9 4

7 .4 6

50

4 6 .4 0

7.18

Pay
Males
Females

0.13

Females

o

Males

i

Promotion

Supervision
Males
Females

1.26

Co-workers
Males
Females

1.26

Job in general
Males
Females

-0 .3 6

*E < .05.
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Table 14
Difference Between Age and Job Satisfaction
of Academic Deans
Category

df

SS

MS

Work in present
job
Age

3

4 0 8 .6 0

Error

166

8 7 6 7 .7 0

Total

169

1 3 6 .2 0

2 .5 0

5 4 .5 0

9 1 7 6 .3 0

Pay
Age

3

78 .0 0

Error

166

2 6 8 6 0 .0 0

Total

169

2 6 .0 0

0 .1 6

16 7.0 0

2 6 9 3 7 .0 0

Promotion
Age

3

2 4 1 8 .0 0

Error

166

3 1 3 4 3 .0 0

Total

169

8 0 6 .0 0

4 .1 4 *

1 9 5 .0 0

3 3 7 6 0 .0 0

Supervision
Age

3

2 6 8 .0 0

Error

166

2 2 0 0 4 .0 0

Total

169

8 9 .0 0

0 .6 5

1 3 7 .0 0

2 2 2 7 2 .0 0

Co-workers
Age

3

3 1 2 .0 0

Error

166

1 2 53 2 .3 0

Total

169

1 0 9 .0 0

1 .3 4

7 7 .8 0

12 84 4 .3 0
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Table 14--Continued
Category

df

SS

MS

F

Job in general
Age

3

3 3 0 .3 0

1 1 0 .1 0

Error

166

8 5 6 4 .8 0

5 3 .2 0

Total

169

8 8 9 5 .1 0

2.07

*E < .01.
with the deans at private colleges and universities more satisfied with
the supervision they received (see Table 15).
The difference between number of years in current position and
the job satisfaction of academic deans was analyzed.

Deans were

represented in all six groupings of years in current position.

One-way

analysis of variance (ANOVA) was computed for each of the categories
of job satisfaction. Significant differences at the .05 level were found in
two categories, opportunities for promotion and supervision.

The re

maining four categories did not have significant differences; therefore,
the null hypothesis was retained (see Table 16).
The final variable in this hypothesis was size of the institution.
Using one-way analysis of variance (ANOVA), differences in the mean
scores of each group were calculated. There was a total of eight group
ings of institution size and deans were represented in each group.
only one category, pay, was a significant difference found.
larger institutions were significantly more satisfied

In

Deans in

with their pay

(g. < .05) (see Table 17).
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Table 15
Difference Between Type of Institution and
Job Satisfaction of Academic Deans
N

M

SD

t

106

3 9 .83

7.61

-0 .9 0

Private

64

4 0 .9 2

7 .3 3

Public

106

4 1 .7 0

1 1 .5 0

Private

64

3 8 .6 0

1 4 .8 0

106

2 6 .8 0

1 4 .5 0

64

2 6 .5 0

1 4 .2 0

106

4 0 .3 0

1 1 .8 0

64

4 4 .3 0

1 1 .0 0

106

4 4 .9 9

9.21

64

4 5 .8 4

8 .2 9

106

4 6 .1 3

7.31

64

4 6 .0 0

7 .5 7

Category
Work on present
job
Public

Pay
1.51

Promotion
Public
Private

0.11

Supervision
Public
Private

-2 .1 0 *

Co-workers
Public
Private

-0 .5 9

Job in general
Public
Private

0.11

< .05.
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Table 16
Difference Between Years in Current Position and
Job Satisfaction of Academic Deans
Category

df

SS

MS

3 8 .7 0

F

Work on present
job
Years

5

19 3.4 0

Error

164

8 9 8 2 .9 0

Total

169

0 .6 8

5 6 .5 0

9 1 7 6 .3 0

Pay
Years

5

6 1 .9 0

Error

164

2 6 3 1 8 .0 0

Total

169

1 2 4 .0 0

0.75

16 6.0 0

2 6 9 3 7 .0 0

Promotion
Years

5

2 5 6 4 .0 0

Error

164

3 1 1 9 7 .0 0

Total

169

3 3 7 6 0 .0 0

5 1 3 .0 0

2 .1 6 *

196.00

Supervision
Years

5

1 9 4 9 .0 0

Error

164

2 0 3 2 3 .0 0

Total

169

2 2 2 7 2 .0 0

Years

5

7 0 0 .6 0

Error

164

1 2 7 4 3 .7 0

Total

169

1 2 84 4 .3 0

3 9 0 .0 0

3 .0 5 *

128.00

Co-workers
2 0 .1 0

0 .2 5

8 0 .1 0
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Table 16~Continued
Category

SS

df

MS

£

1.00

Job in general
Years

5

2 7 0 .5 0

5 4 .1 0

Error

164

8 6 2 4 .6 0

5 4 .2 0

Total

169

8 8 9 5 .1 0

*E < .05.
Table 17
Difference Between Size of Institution and
Job Satisfaction of Academic Deans
Category

df

SS

MS

F

Work on present
job
7

89.7

12.8

Error

162

9 086.6

57.9

Total

169

91 76 .3

Size

7

21 8 9 .0

3 1 3 .0

Error

162

2 4 7 4 8 .0

158.0

Total

169

2 6 9 3 7 .0

7

1438.0

2 0 5 .0

Error

162

3 2 3 2 2 .0

2 0 6 .0

Total

169

3 3 7 6 0 .0

Size

0.22

Pay
1 .9 8 *

Promotion
Size

1.00
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Table 17--Continued
SS

MS

F

7

1008.0

144.0

1.06

Error

162

2 1 2 6 4 .0

135.0

Total

169

2 2 2 7 2 .0

7

4 7 9 .5

68.5

Error

162

1 2 36 4 .7

7 8 .8

Total

169

12844.3

7

3 2 6.6

4 6 .7

Error

162

8 5 6 8 .5

54.6

Total

169

8895.1

Category

df

Supervision
Size

Co-workers
Size

0 .8 7

Job in general
Size

0 .8 5

* 2 < .05.
Hypothesis 6
This hypothesis stated that there was no significant difference
between various demographic variables and the leadership practices of
department chairpersons.

The variables of (a) gender, (b) age, (c) type

of institution, (d) years in current position, and (e) size of institution
were analyzed.

Tests for homogeneity of variance were carried out

using the Levene’s test on each of the variables.

One-way analysis of

variance (ANOVA) and appropriate t tests were used for analysis of data.
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Gender was studied for its difference with respect to leadership
practices.

A t test was used to measure the differences.

There were

107 male and 33 female department chairpersons in the study.

Signifi

cant differences were found in two leadership practices categories, with
females showing higher leadership practices in challenging the process
and encouraging the heart (see Table 18).
Department chairpersons' leadership practices were also studied
with respect to age. One-way analysis of variance was carried out with
the four groups of ages that had chairpersons.

There were no chair

persons in the study who were over 65 years. No significant differences
were found so the null hypothesis was retained (see Table 19).
Differences between types of institutions and the leadership prac
tices of department chairpersons were studied.

There were 72 chair

persons from public institutions and 68 from private institutions repre
sented in this study. A t test was used to test the differences in mean
scores on each of the leadership practices categories.

No significant

differences were found; therefore, the null hypothesis was retained (see
Table 20).
Differences between years in current position with respect to
leadership practices of department chairpersons were studied.
groups of years in position had chairpersons.

All six

One-way analysis of var

iance (ANOVA) was used to test for differences.

No significant differ

ences were found so the null hypothesis was retained (see Table 21).
The leadership practices of department chairpersons were studied
with respect to the size of the institution.

Of the eight categories of

size, chairpersons responded from only six of those groups.

The
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Table 18
Difference Between Gender and Leadership Practices
of Department Chairpersons
Category

N

M

SD

t

107

21.40

3 .5 2

-2 .0 2 *

33

2 2 .8 2

3 .5 0

107

20.52

3 .9 9

33

2 1 .3 0

4 .0 0

107

2 5 .7 4

2 .9 5

33

25.73

3 .4 4

107

22.07

3 .1 6

33

2 3 .18

2 .8 4

107

22.63

4 .0 9

33

2 5.79

3 .5 9

Challenge the
process
Male
Female
Inspire a
shared vision
Male
Female

-0 .9 8

Enable others
to act
Male
Female

0 .0 2

Model the way
Male
Female

-1 .8 0

Encourage
the heart
Male
Female

- 3 .9 9 * *

*£ < .05. * * B l < .001.
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Table 19
Difference Between Age Categories and Leadership
Practices of Department Chairpersons
Category

df

SS

MS

F

Challenge the process
Age

3

16.60

5.50

Error

136

1 740.60

12.80

Total

139

17 57 .20

3

2 6 .3 0

8.80

Error

136

2 1 8 8 .7 0

16.10

Total

139

2 2 1 5 .8 0

3

3 0.15

10.05

Error

136

1271.07

9.35

Total

139

1 301.22

3

3 9.79

13.26

Error

136

1307.43

9.61

Total

139

1347.22

3

4 7 .1 0

15.70

Error

136

2 3 9 1 .6 0

17.60

Total

139

2 4 3 8 .7 0

0 .4 3

Inspire a shared vision
Age

0 .5 4

Enable others to act
Age

1.08

Model the way
Age

1.38

Encourage the heart
Age

0 .8 9

< .05.
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Table 20
Difference Between Type of Institution and Leadership
Practices of Department Chairpersons
Category

N

M

SD

t

Public

72

2 1 .4 6

3.52

0 .9 5

Private

68

2 2 .0 3

3.59

Public

72

2 0 .1 0

4 .1 0

Private

68

2 1 .3 5

3.80

Public

72

2 5 .5 4

2.75

Private

68

2 5 .9 4

3.37

Public

72

2 2 .5 8

2.96

Private

68

2 2 .0 7

3.27

Public

72

2 2 .9 7

3.99

Private

68

2 3 .9 7

4.41

Challenge
the process

Inspire a
shared vision
1.88

Enable others
to act
0 .7 7

Model the way
-0 .9 7

Encourage
the heart
1.16

*£ < .05.
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Table 21
Difference Between Years in Current Position and Leadership
Practices of Department Chairpersons
Category

SS

df

MS

F

Challenge the process
Years

5

8 2 .1 0

1 6.40

Error

134

1 675.20

12.50

Total

139

17 57 .20

Years

5

7 8 .5 0

15.70

Error

134

2 1 3 6 .5 0

1 5.90

Total

139

2 2 1 5 .0 0

Years

5

1 9 .94

3 .9 9

Error

134

1281.28

9 .5 6

Total

139

1301.22

Years

5

19.02

3 .8 0

Error

134

1 328.20

9.91

Total

139

1347.22

Years

5

8 6 .6 0

17.30

Error

134

2 3 5 2 .1 0

17.60

Total

139

2 4 3 8 .7 0

1.31

Inspire a shared vision
0 .9 8

Enable others to act
0 .4 2

Model the way
0 .3 8

Encourage the heart
0 .9 9

* £ < .05.
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categories without representation included those from 1 0 ,0 0 0 -1 5 ,0 0 0
and from 1 5 ,0 0 0 -2 0 ,0 0 0 .

One-way analysis of variance (ANOVA) was

used to test for differences. A significant difference was found only in
the category of inspiring a shared vision.

All other categories did not

show significant differences. See Table 22 for presentation of data.
Hypothesis 7
Hypothesis 7 stated that there was no significant difference
between selected demographic variables and department chairpersons'
job satisfaction. The demographic variables selected for analysis includ
ed (a) gender, (b) age, (c) type of institution, (d) years in current posi
tion, and (e) size of institution. The Levene's test was used to check for
homogeneity of variance.

Based on the result of the test statistic an

appropriate t test or one-way analysis of variance (ANOVA) was selected
for data analysis.
Differences between gender and job satisfaction were analyzed
with t tests.

There were 107 male department chairpersons and 33

females who were included in the data analysis.

Satisfaction with

opportunities for promotion was significant at the .05 level, with females
significantly more satisfied than males. The remaining categories did not
show significant differences.

See Table 23 for presentation of data

analysis.
Differences between age groups were analyzed with one-way
analysis of variance (ANOVA). There were no chairpersons over age 65
so that category was dropped from the analysis.
level

of significance,

work

on

present job

Two reached the .05
and

opportunities
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Table 22
Difference Between Size of Institution and Leadership
Practices of Department Chairpersons
Category

df

SS

MS

F

1.28

Challenge the process
Size

5

7 8 .6 0

15.70

Error

134

1 6 7 8 .7 0

12.50

Total

139

1 7 5 7 .2 0

5

1 6 7 .8 0

33.60

Error

134

2 0 4 7 .2 0

15.30

Total

139

2 2 1 5 .0 0

5

4 7 .0 0

9.40

Error

134

1 2 5 4 .2 2

9.36

Total

139

1 3 0 1 .2 2

5

7 6 .8 6

15.37

Error

134

1 2 7 0 .3 6

9.48

Total

139

1 3 4 7 .2 2

5

1 3 9 .1 0

27 .8 0

Error

134

2 2 9 9 .6 0

17.20

Total

139

2 4 3 8 .7 0

Inspire a shared vision
Size

2 .2 0 *

Enable others to act
Size

1.00

Model the way
Size

1.62

Encourage the heart
Size

1.62

* £ < .0 5 .
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Table 23
Difference Between Gender and Job Satisfaction
of Department Chairpersons
Category

N

M

SD

107

37.26

8 .8 9

33

36.73

8 .9 8

107

3 5.50

1 3.80

33

3 8.60

1 3.50

107

2 3.20

1 5 .00

33

29.00

1 6 .1 0

107

4 0.40

1 3 .3 0

33

38.80

1 3 .9 0

107

4 3 .5 0

1 0 .0 0

33

4 5.33

8 .6 7

107

4 3 .0 0

1 0 .4 0

33

54.00

8 .9 7

t

Work on
present job
Males
Females

0 .3 0

Pay
Males
Females

-1.15

Promotion
Males
Females

-1 .9 2 *

Supervision
Males
Females

0 .6 2

Co-workers
Males
Females

-0 .9 6

Job in general
Males
Females

-1.01

< .05.
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promotion.

Interestingly, both older and younger workers were more

satisfied with their present jobs than those in the middle categories.
Also, both younger and older workers thought there were significantly
more opportunities for promotion. See Table 24 for presentation of data
analysis.
Table 24
Difference Between Age Categories and Job Satisfaction
of Department Chairpersons
Category

df

SS

MS

F

2 .9 8 *

Work on
present job
Age

3

676.1

2 2 5 .4

Error

136

1 0 29 6 .3

75.7

Total

139

1 0 9 7 2 .4

3

6 1 7 .0

2 0 6 .0

Error

136

2 5 5 1 4 .0

188.0

Total

139

2 6 1 3 1 .0

3

2 0 0 7 .0

66 9.0

Error

136

3 1 0 3 3 .0

2 2 8 .0

Total

139

3 3 0 4 0 .0

3

12 78 .0

4 2 6 .0

Error

136

2 3 6 5 6 .0

174.0

Total

139

2 4 9 3 8 .0

Pay
Age

1 .1 0

Promotion
Age

2 .9 3 *

Supervision
Age

2 .4 5 a
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Table 24--Continued
Category

df

SS

MS

F

Co-workers
3

6 0 .0

2 0 .0

Error

136

1 3 0 6 3 .0

96.1

Total

139

1 3 1 2 3 .0

3

8 0 .0

2 7 .0

Error

136

1 4 1 6 5 .0

104.0

Total

139

1 4 2 4 5 .0

Age

0.21

Job in general
Age

0 .2 5

aFailed homogeneity of variance.
< .05.
Differences in type of institution were analyzed with respect to
the six categories of job satisfaction.

Work on present job and job in

general tested significant at the .01 level. In both cases chairpersons at
private institutions were more satisfied than their counterparts at public
institutions. Additionally, the categories of work on present job and job
in general failed the Levene’s test for homogeneity of variance so sepa
rate t tests were used. Data analysis is presented in Table 25.
Department chairpersons' job satisfaction was analyzed with
respect to differences between years in current position.

One-way

analysis of variance (ANOVA) was used to test mean scores.

Three

categories of satisfaction showed high degrees of significance.

These

categories were work on present job, opportunities for promotion, and
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Table 25
Difference Between Type of Institution and Job
Satisfaction of Department Chairpersons
N

M

Public

72

3 5 .1 9

9 .6 9

Private

68

3 9.19

7 .4 8

Public

72

3 7 .0 0

1 3.30

Private

68

3 5 .4 0

1 3 .6 0

Public

72

2 2 .2 0

1 3.50

Private

68

2 7.00

1 7 .00

Public

72

3 8.90

1 4.00

Private

68

4 1 .2 0

1 2 .7 0

Public

72

4 3 .15

9 .7 7

Private

68

4 4 .7 2

9 .6 7

Public

72

4 1 .3 0

1 1 .7 0

Private

68

45.71

7 .5 3

Category

SD

t

Work on
present job
2 .7 4 * a

Pay
-0.67

Promotion
1.84

Supervision
1.00

Co-workers
0.95

Job in general
2 .6 6 * a

aFailed Levene's test of homogeneity.

< .0 1 .
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job in general. The remaining three categories did not demonstrate sig
nificant differences (see Table 26).
Table 2 6
Difference Between Years in Current Position and
Job Satisfaction of Department Chairpersons
Category

df

SS

MS

F

4 .2 2 * *

Work on
present job
Years

5

1491.9

2 8 9 .4

Error

134

9 4 8 0 .6

70.8

Total

139

10972.4

Years

5

5 3 9.0

108.0

Error

134

2 5 5 9 2 .0

191.0

Total

139

2 6 1 3 1 .0

Years

5

3 4 0 4 .0

6 8 1 .0

Error

134

2 9 6 3 7 .0

2 2 1 .0

Total

139

3 3 0 4 0 .0

Years

5

1302.0

2 0 6 .0

Error

134

2 3 9 0 2 .0

178.0

Total

139

2 4 9 3 4 .0

Pay
0 .5 6

Promotion
3 .0 8 * *

Supervision
1.16
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Table 26--Continued
SS

df

Category

MS

£

2 .0 0

Co-workers
Years

5

910.3

182.1

Error

134

12212.7

91.1

Total

139

13123.0

Years

5

1302.9

26 0.6

Error

134

12941.9

9 6.6

Total

139

14244.5

Job in general

< .05.

* * £ < .01.

2 .7 0 *

* * * B < .001.

The final portion of this hypothesis tested the difference between
the size of the institution and job satisfaction.

One-way analysis of

variance (ANOVA) was used to test differences.

Significant differences

were found in the categories of work on present job and supervision.
Department chairpersons from smaller institutions were more satisfied in
those areas than their counterparts in larger institutions.

This may be

affected by the smaller number of department chairpersons responding
from larger institutions (see Table 27).
Comparison to National Data
Because data from a large number of managers were available for
the Leadership Practices Inventory, t tests were used to compare the
mean scores of the academic deans and a national group of middle
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Table 27
Difference Between Size of Institution and Job
Satisfaction of Department Chairpersons
Category

df

SS

MS

F

5

1294.7

258.9

3 .5 9 *

Error

134

9 6 7 7 .8

7 2 .2

Total

139

1 0 97 2 .4

5

11 22 .0

2 2 4 .0

Error

134

2 5 0 0 9 .0

187.0

Total

139

2 6 1 3 1 .0

5

2 0 3 3 .0

4 0 7 .0

Error

134

3 1 0 0 7 .0

2 3 1.0

Total

139

3 3 0 4 0 .0

5

2 2 1 8 .0

4 4 4 .0

Error

134

2 2 7 1 6 .0

1 70.0

Total

139

2 4 9 3 4 .0

5

3 4 3 .9

68.8

Error

134

1 2 7 7 9 .0

9 5 .4

Total

139

1 3 12 3 .0

Work on
present job
Size

Pay
Size

1.20

Promotion
Size

1.76

Supervision
Size

2 .6 2 *

Co-workers
Size

0 .7 2
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Table 27~Continued
df

SS

MS

5

1072.1

2 1 4 .4

Error

134

13 17 2 .4

9 8.3

Total

139

14244.5

Category

F

Job in general
Size

*£ < .05.

2 .18

* * £ > .005.

managers (Posner & Kouzes, 1992).

The results demonstrate a signifi

cant difference (p. <

.001) between deans and managers in all five

categories of the LPI.

In all cases, the deans engaged in the measured

practices more frequently than did the national group (see Table 28).
Additional t tests were done to compare the mean scores of the
department chairpersons with the national group of managers.

The

results for the chairpersons indicated significant difference in only two
categories, challenging the process and encouraging the heart.

The

chairpersons engaged in challenging the process less frequently than the
national group, but engaged in encouraging the heart more frequently
(see Table 29).
Balzer and Smith (1990) recommended that median scores from
the Job Descriptive Index be used as the standard of comparison with
national norm groups.

The JDI has median scores for a norm group of

individuals with 17 or more years of education; and since all respondents
in this survey have 17 or more years of education, that was used as the
comparison group.

Table 30 presents the median scores for the norm
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Table 28
Difference Between Leadership Practices of
Academic Deans and National Group
Category

N

M

SD

t

170

24.17

3 .2 9

5 .7 1 *

5 ,2 9 8

2 2 .7 0

3 .1 9

170

23.56

3 .6 0

5,298

20.49

3 .9 0

170

26.71

2 .2 4

5,298

24.79

2 .9 0

170

23.62

3 .12

5,298

22.15

3.21

170

24.55

3.51

5,298

21 .9 0

3 .9 4

Challenge
the process
Deans
National
Inspire a
shared vision
Deans
National

1 0 .8 9 *

Enable others
to act
Deans
National

1 0 .9 7 *

Model the way
Deans
National

6 .0 0 *

Encourage
the heart
Deans
National

9 .3 7 *

* £ < . 001 .
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Table 29
Difference Between Leadership Practices of Department
Chairpersons and National Group
Category

M

SD

t

140

2 1 .7 4

3 .5 6

-3 .2 0 *

5,298

2 2 .7 0

3 .1 9

140

20.17

3.99

5,298

2 0 .4 9

3 .9 0

140

2 5 .7 4

3 .0 6

5,298

24.79

2 .9 0

140

2 2 .3 4

3.11

5,298

22.15

3.21

140

2 3 .37

4 .1 9

5,298

2 1 .9 0

3 .9 4

N

Challenge
the process
Chairpersons
National
Inspire a
shared vision
Chairpersons
National

-0.95

Enable others to act
Chairpersons
National

0.19

Model the way
Chairpersons
National

0.77

Encourage
the heart
Chairpersons
National
*£ <

4 .1 5 *

.001

group with 17 or more years of education, the academic deans, and the
department chairpersons. It should be noted that median scores for the
job in general scale are not available for the norm group.
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Table 30
JDI Median Scores of Norm Group, Academic Deans,
and Department Chairpersons
Median scores
Category

Norm group

Deans
(N = 170)

Chairpersons
(N = 140)

Work on
present job

4 8 .0 0

4 2 .0 0

3 9 .0 0

Pay

4 6 .0 0

4 2 .0 0

3 8 .0 0

Promotion

2 2 .0 0

2 4 .0 0

2 0 .0 0

Supervision

4 7 .0 0

4 6 .0 0

4 5 .0 0

Co-workers

4 8 .0 0

4 8 .0 0

4 6 .0 0

From Table 30 it can be seen that deans fall below the norm
group scores in the dimensions of work on present job, pay, and super
vision.

They exceed the median in the category of opportunities for

promotion and are at the median in the category of co-workers.

The

department chairpersons fa!! beiow the median scores of the norm group
in all five categories of the JDI.

All of the median scores of the chair

persons were also below those of the academic deans.
Summary
This chapter has presented data analysis for leadership practices
and job satisfaction of academic deans and department chairpersons
with respect to the various categories of the Leadership Practices
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Inventory (Kouzes & Posner, 1987), the Job Descriptive Index (Bowling
Green State University,

1985), selected demographic variables, and

norm groups.
Demographic data were presented.

They were consistent with

other studies in that they revealed that academic deans were primarily
middle-aged males who hold a doctorate and have been in their present
position less than 8 years.

Department chairpersons are also predomi

nantly middle-aged males who hold a doctorate and have been in their
current job less than 8 years.
Academic deans engaged in the measured leadership practices
more frequently than managers in other settings, while department
chairpersons engaged in those same practices less frequently. Academic
deans and department chairpersons are generally less satisfied than a
norm group with 17 or more years of education.
Seven hypotheses were tested using Pearson product-moment
correlations, appropriate t tests, and one-way analysis of variance
(ANOVA).

Significant correlations were found between deans' leader

ship practices and their job satisfaction. Similar results were also found
for department chairpersons.

However, no significant correlations were

found between deans' leadership practices and chairpersons' job satis
faction.
Each category of the Leadership Practices Inventory and Job
Descriptive Index was analyzed separately with each of five demographic
variables for the deans and the chairpersons. The demographic variables
analyzed were (1) gender, (2) age, (3) type of institution, (4) years in
current position, and (5) size of institution.

Some categories showed
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significant differences but results were inconsistent.
In the following chapter conclusions and discussion about the
results of data analysis are presented.

Recommendations for additional

research are also presented.
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CHAPTER V
SUMMARY, CONCLUSIONS, AND
RECOMMENDATIONS
The purpose of this study was to examine the relationship be
tween the leadership practices of academic deans and the job satisfac
tion of department chairpersons.

This chapter presents a summary of

the study and data analysis, discussion of the findings, conclusions
about each of the hypotheses, and several recommendations for further
research.
Summary of Data Analysis
A survey research design was used for this study which involved
a random sample of 300 academic deans and 300 department chair
persons from four Upper Midwestern states. Usable responses were re
ceived from 170 deans (57% ) and 140 chairpersons (47% ).
were collected through survey questionnaires.

All data

Seven hypotheses were

tested in null format using descriptive statistics, Pearson productmoment correlations, t tests, and one-way analysis of variance (ANOVA)
as appropriate.
Hypothesis 1 examined the correlation between the leadership
practices of the academic deans, as measured by the Leadership Prac
tices Inventory (Kouzes & Posner, 1987), and the job satisfaction of the
department chairpersons, as measured by the Job Descriptive Index
(Smith et al., 1969; Smith et al., 1987).
87
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The second hypothesis addressed the differences between the
leadership practices of the deans and the department chairpersons. The
differences between the job satisfaction of the deans and the chair
persons was the focus of the third hypothesis.

The fourth and fifth

hypotheses focussed on the relationship between academic deans'
selected demographic variables and the individual categories of the
Leadership

Practices

Inventories

and

the

Job

Descriptive

Index.

Hypotheses 6 and 7 were intended to examine the differences between
five demographic variables of the department chairpersons and the
various categories of the Leadership Practices inventory and the Job
Descriptive Index. The data were tested at the .05 level of significance.
Discussion of Findings
The analysis of the descriptive statistics showed that

both

academic deans and departmental chairpersons are primarily middle-aged
males who hold a doctorate and have been in their respective positions
less than 8 years.
In a comparison with national data, deans engaged in the leader
ship practices described in the Leadership Practices Inventory signifi
cantly more frequently than did managers in other settings.

In general,

chairpersons engaged in those same leadership practices less frequently
than did managers in other settings.
Comparisons with a Job Descriptive Index norm group with 17 or
more years education revealed that academic deans were less satisfied
than the norm group in the areas of work, pay, and supervision, but
more

satisfied

in

the

category

of

opportunities

for

promotion.
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Satisfaction was the same in the area of co-workers. Department chair
persons were less satisfied than both the academic deans and the norm
group.
Each of the hypotheses is presented below.

A brief summary of

findings is presented along with a discussion of pertinent findings from
the literature.

Following are the findings relevant to each of the

hypotheses:
Hypothesis 1
Hypothesis 1 stated that there would be no significant correlation
between the leadership practices of the academic deans and the job
satisfaction of the department chairpersons.

Correlation coefficients

were calculated for each of the five categories of the Leadership Prac
tices Inventory and the six categories of the Job Descriptive Index.
Separate correlations were calculated for the deans and the chair
persons. Highly positive correlations were found within each instrument
for the deans and the chairpersons. However, when transformed Fisher
values were computed to complete the correlation between deans'
leadership practices and chairpersons' job satisfaction, no significant
correlations were found. The null hypothesis was therefore retained.
This finding was not generally supported by the literature.

Xu

(1 9 9 1 /1 9 9 3 ) found that the more effective the department chairpersons
perceived their deans' leadership behavior, the more satisfied they were
with their jobs.

In a study in colleges of education, Song (1 9 9 0 /1 9 9 1 )

noted a significant relationship between deans' leadership behavior and
faculty job satisfaction.

Kennerly's (1988) investigation of dean/chair
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leadership behavior and faculty job satisfaction demonstrated that lead
ers who

exhibited

high

consideration

had

more

satisfied

faculty.

However, Reichard (1 9 90 /1 9 9 1 ) found that presidents' leadership style
had no significant effect on deans' overall job satisfaction.
The fact that this study found no relationship between deans'
leadership practices and chairpersons' job satisfaction may be due to not
having matched sets of deans and chairpersons.

Having survey re

sponses from deans did not ensure responses from the chairpersons
supervised by that dean.

The differential in the number of responses

from deans and chairpersons was surprising: 170 deans provided usabie
responses versus only 140 chairpersons.

The above cited studies did

have matched sets of presidents, deans, chairpersons, or faculty.
Hypothesis 2
Hypothesis 2 stated there would be no significant difference
between the leadership practices of the academic deans and the depart
ment chairpersons.

In each of the five categories of the Leadership

Practices Inventory, there was found to be a significance difference
(p < .001) between the deans and the chairpersons. The null hypothe
sis of no difference was rejected.
This contrasts with Spotanski's (1 9 90 /1 9 9 1 ) study of department
executive officers (DEOs) and faculty in which he found essentially no
significant difference between the leadership practices of the DEOs and
the faculty. Edwards (1 9 92 /1 9 9 3 ) found no difference in the leadership
practices of associate deans/directors in community colleges and exem
plary leaders in other contexts.

Xu (1 9 91 /1 9 9 3 ) found chairpersons
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perceived their deans' leadership behavior differently than the deans
perceived their own leadership behavior.
In the context of this study, it was not surprising that chair
persons scored lower in leadership practices.

Many wrote anecdotal

comments on the survey sheets that they did not believe they were in a
leadership role; they saw themselves as faculty in an administrative
position. If they do not believe themselves to be in a leadership position,
it stands to reason that they would score lower on the Leadership Prac
tices Inventory.
Hypothesis 3
Hypothesis 3 stated there would be no significant difference
between the job satisfaction of the academic deans and the department
chairpersons as measured by the six categories of the Job Descriptive
Index.

Significant differences between the groups were shown in the

categories of work on present job, pay, and job in general. The remain
ing three categories did not show significant differences.

The null

hypothesis was therefore rejected for the categories of work, pay, and
job in general but retained for the categories of promotion, supervision,
and co-workers.
These findings are generally consistent with the literature. Lawler
(1986) found that administrators are most satisfied in situations that
give them the opportunity to participate in decision making and give
them control over their work.

Boone (1986/1987) concluded that uni

versity administrators reported high job satisfaction and that this satis
faction was based on essentially the same characteristics that are
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associated with managers' job satisfaction in business. and industrial
settings.

Glick (1992) also found that presidents, academic vice-

presidents, and deans were satisfied with their jobs.
This, too, is not surprising. Deans are presumably better paid and
have more autonomy in their positions than do department chairpersons.
Promotion opportunities may be limited in that most individuals surveyed
have probably attained the rank of professor (although this was not
asked as part of demographic data) so a promotion would have to be a
move to a different position either within or outside of their current
setting.
Hypothesis 4
Hypothesis 4 stated there would be significant difference between
selected demographic variables and the leadership practices of academic
deans.

The variables of (a) gender, (b) age, (c) type of institution, (d)

years in current position, and (e) size of institution were analyzed. Each
variable was analyzed separately for each category of the Leadership
Practices Inventory.

Significant differences were shown in one or more

variables in most categories, but there were no overall consistent signifi
cant differences. The null hypothesis was therefore retained.
These findings are consistent with the literature.

Kouzes and

Posner (1993) found some difference in leadership practices between
genders, but it was not consistent on all categories of the Leadership
Practices Inventory.

Xu (1 9 91 /1 9 9 3 ) generally found no differences

between several variables and leadership practices.
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Leadership remains an elusive concept.

Variables that attem pt to

find differences seemingly do not do so. That some variables are incon
sistent may be a function of the individual nature of leadership.
Hypothesis 5
The fifth hypothesis stated there would be no significant differ
ences between selected demographic variables and the job satisfaction
of academic deans as measured by the Job Descriptive Index. Separate
analysis for each variable was carried out for each category of the Job
Descriptive Index.

Significant differences were shown in one or more

variables in most categories, but there were no overall consistent signifi
cant differences. The null hypothesis was retained.
The literature shows that job satisfaction is most related to varia
bles in the job environment (Wheeless et al., 1983) or internal motivator
(Vroom, 1964). This study showed that deans who were older and had
been in their positions longer were slightly more satisfied than younger,
less experienced deans, but this was not overall statistically significant.
Hypothesis 6
The sixth hypothesis stated that there would be no significant
differences between selected demographic variables of the department
chairpersons and the six categories of the Job Descriptive Index.

The

variables of (a) gender, (b) age, (c) type of institution, (d) years in cur
rent position, and (e) size of institution were analyzed.

Significant dif

ferences were shown in one or more variables in most categories, but
there were no overall consistent significant differences.

Therefore, the
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null hypothesis was retained.
As noted with Hypothesis 4, demographic variables are not good
predictors of leadership practices. There were fewer areas of significant
differences between demographic variables and leadership practices for
chairpersons than there were for deans. Once again, this may be due to
the fact that chairpersons seemingly do not view themselves as having a
leadership role in higher education.
Hypothesis 7
The seventh hypothesis stated that there would be no significant
differences between selected demographic variables and job satisfaction
of department chairpersons as measured by the Job Descriptive Index.
Significant differences were shown in one or more variables in most
categories, but because there were no overall consistent significant
differences the null hypothesis was retained.
The department chairpersons were less satisfied with their jobs
than were the academic deans.

Hoy and Miskel (1992) suggested this

results when an educator negatively evaluates his or her work role.
Chairpersons who are trying to balance administrative responsibilities, a
teaching load, and their own scholarly pursuits may not feel satisfied
with their ability to balance many competing priorities.
Conclusions
The conclusions were based upon the findings of the study. The
sample of academic deans and department chairpersons was drawn from
the Upper Midwest so the conclusions are applicable only to that
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population.
1.

Academic deans and department chairpersons differed signifi

cantly in their perceptions of their leadership practices.

Deans consist

ently saw themselves engaging in the leadership practices under study
more frequently than did the department chairpersons.
2.

Generally, academic deans were more satisfied than depart

ment chairpersons in their current position. The most significant differ
ences were in the categories of work on current job, pay, and the job in
general.
3.

The leadership practices of academic deans were not signifi

cantly related to the job satisfaction of the department chairpersons.
4.

In general, the demographic characteristics of academic deans

were not significantly related to either leadership practices or job satis
faction.
5.

In general, the demographic characteristics of department

chairpersons were not significantly related to either leadership practices
or job satisfaction.
6.

Consistent with other studies, academic deans and depart

ment chairpersons are middle-aged males who hold a doctorate and have
been in their current position less than 8 years.
7.

In comparison with national groups, academic deans engaged

in the measured leadership practices more frequently than managers in
other settings.
8.

In general, the academic deans were less satisfied with their

positions than a norm group of individuals with 17 or more years of
education but were more satisfied than department chairpersons.
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9.

Department chairpersons engaged in the measured leadership

practices less frequently than academic deans and a national group of
managers in other settings.
10.

Department chairpersons were less satisfied in their posi

tions than academic deans and a norm group with 17 or more years of
education.
Recommendations
The following recommendations are made on the basis of the
findings and conclusions drawn from the analysis of data gathered in this
study:
1.

Leadership development should be conducted for academic

deans and department chairpersons, the middle managers in higher
education.
2.

Department chairpersons should be helped to realize that they

do indeed have an increasingly important leadership role in higher educa
tion.
3.

Additional research should be conducted to identify additional

factors that could have an impact on the job satisfaction of department
chairpersons.
4.

A similar study should be conducted nationally to increase the

generalizability of the findings.
5.

Conduct additional studies that match academic deans and

department chairpersons to get a better picture of leadership practices
and

job

satisfaction

within

individual

institutions

and

types

institutions, for example, public versus private.
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of

6.

Further research should be conducted comparing leaders from

within higher education to leaders in business and industry to ascertain
areas of convergence and divergence in terms of leadership practices
and job satisfaction.
7.

Continue scholarly research on what constitutes effective

leadership at all administrative levels within institutions of higher educa
tion.
Reflections
The relationship between the academic dean and the department
chairpersons is an important one in higher education.

Program out

comes, uncertain government funding, multicultural concerns, faculty
workloads, and quality assurance are among the multiplicity of chal
lenges facing higher education.

Successfully meeting these challenges

will require the combined efforts of the academic leadership team, par
ticularly the academic deans and department chairpersons. The days of
the quiet, scholarly leader have given way to the necessity for astute,
politically savvy leadership.

Such leadership must not only be visionary

but touched with compassion as it fosters collaborative relationships
among diverse constituencies.

While effective leadership is critical for

individuals who hold key positions in higher education, it is not the
exclusive domain of the chief executive officers. Within and throughout
the academy, leaders are needed to provide the vision and values that
give institutions distinction and encourage members to put forth extra
effort beyond what they thought possible.

Without a doubt, academic

deans and department chairpersons are key leaders in any successful
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institution of higher education, and without effective leadership by those
individuals no institution can be continuously successful.
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B E L L IN

725 S. W ebster Ave.. P.O. B on 23400. G reen Bay. W I 54305-3400
(4l4> 433-3560. or toll tree in W isconsin 1-800-236-S70-

C O LLEG E
O F N U R S IN G ,

Dear Dean
I am a doctoral candidate at Western Michigan University. As
part of my doctoral research I am studying factors in the
relationship between leadership practices and job satisfaction with
academic deans and department chairpersons.
I would like your
assistance in two ways.
First, in approximately two weeks I will
be sending you a packet with two surveys to fill out, one concerned
with leadership practices and the other with job satisfaction.
They will take no more than twenty minutes of your time
Second, as part of my study I will also be administering the
surveys to department chairpersons and would appreciate getting the
names of department chairpersons for whom you are responsible so I
can send them a packet.
I will call your office for that
information.
Your assistance in facilitating my research will be
greatly appreciated.
If you have any questions please call me
toll-free at 1-800-236-8442.
Thank you very much.
Sincerely,

Vera Dauffenbach
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B E L L IN

725 S. Webster Ave.. P.O. Box 23400. Green Bay. \V I 54305-3400
(414) 433-3560. or toll free in Wisconsin 1-800-236-8707

C O L LE G E
O F N U R S IN G ,

Dear Dean
As part of m y doctoral research at Western Michigan University
I am conducting a study of academic deans e and department
chairpersons' leadership practices and job satisfaction.
I am
requesting your participation in this research by filling out the
enclosed instruments and demographic information. All sheets are
coded for keeping track of non-respondents only.
Data sheets are
confidential and will be destroyed at the conclusion of the
research.
For your convenience, a s t a mped, addressed envelope is
enclosed for the return of your reply.
I would appreciate all
materials being returned within two weeks. Thank you very much for
your assistance in this project.
Sincerely,

Vera Dauffenbach
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B E L L IN

725 S. W ebsier Ave.. P.O. Box 23400. Green Bny. \VI 54305-3400
(414)433-3560. or toll free in Wiseon.sin l-S()0-236-S707

C O LLEG E
O F N U R S IN G ,

Dear Dr
As part of my doctoral research at Western Michigan University
I am conducting a study of academic d e a n s ' and department
chairpersons' leadership practices and job satisfaction.
I am
requesting your participation in this research b y filling out the
enclosed instruments and demographic information.
All sheets are
coded for keeping track of non-respondents only.
Data sheets are
confidential and will be destroyed at the conclusion of the
research.
For your convenience, a stamped, addressed envelope is
enclosed for the return of your reply.
I would appreciate all
materials being returned within two weeks. Thank you very much for
your assistance in this project.
Sincerely.

Vera Dauffenbach
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Background Information
Deans
1. Gender (Please Check)

Male

2. Age (Please Check)

26-35 years

_46-55 years

_36-45 years

56-65 years

Female

_over 65 years

3. Type and Highest Degree:
Ph.D.

Ed.D.

Masters

Other (Please specify____
4. Years in Current Position (Please Check)
0-2

8-11

2-5

11-14

5-8

14 or more

5. Type of Institution (Please check)

Public

Private

6. Size of Institution (Please check)
_Less than 1,500

_10-15,000

_1,500-3,000

_15-20,000

_3,000-5,000

_20-25,000

_5,000-10,000

_More than 25,000

7. Number of Professional
Staff You Supervise (Including full & part-time)_

8. Academic Unit If Applicable (ag., business, etc.)
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Background Information
Department Chairpersons
1. Gender (Please Check)

Male

2. Age (Please Check)

26-35 years

_46-55 years

_36-45 years

_56-65 years

Female

over 65 years

3. Type and Highest Degree:
Ph.D.

Ed.D.

Masters

Other (Please specify___________
4. Years in Current Position (Please Check)
0-2
2-5

8-11
_____11-14

5-8

5. Type of Institution (Please check)

14 or more

Public

Private

6. Size of Institution (Please check)
_Less than 1,500

_1Q-15,000

_1,500-3,000

_15-20,000

_3,000-5,000

_20-25,000

_5,000-10,000

_More than 25,000

7. Number of Professional
Staff You Supervise (Including full & part-time)

8. Academic Unit If Applicable (ag., business, etc.)
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KOUZES P OSHER INTERNATIONAL, INC
15419 Ba n y a n Lane
Monte Sereno, California 95030
Phone/FAX: 408-354-9170

May 1 6 , 1994

Ms. Vera Dauffenbach
930 Regent Lane
G r e e n Bay, Wisconsin 54311
Dea r Vera:
Thank you for your correspondence (received M a y 12) requesting
permission to use the L eadership P ractices Inventory (LPI) in your
dissertation.
We are p leased to a l l o w you to reproduce the LPI in
y o u r research project to the extent outlined in your letter and
according to the following three stipulations:
1. That the following copyright notice appear on all copies
of the LPI-Self and L P I - O b s e r v e r : Copyright 1993 by Kouzes
Posner International, Inc.
U s e d wi t h permission.
2.
That
we
receive
copies
of
all
reports,
papers,
presentations, etc., including the d issertation itself, w h i c h
utilize any of the LPI data from this study.
3.
That the LPI m a y not be re-sold or re-packaged in any
other programs or workshop settings without express w r i tten
permission.
If y o u agree to the terms o utlined above, please sign one copy of
this letter and return it in the e n closed envelope.
Enclosed is a
copy of an article providing more technical information about the
instrument's psychometric properties.
If w e can be of any further assistance, please do not hesitate to
let us know.
Best wishes in yo u r research efforts.
We look
.
)re
a b o u t
y O U j r results in the
(near) future.

Barry Z.yPosner, Ph.D
Managing^ Director

I understand and agree to abide b y these terms:
_________

Date
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Bowling Green State University

Department of Psychology
Bowling Green. Ohio 43403-0228
(419) 372-2301
Fax: (419) 372-601?

COPYRIGHT PERMISSION
The Job In General (JIG) Scale is a sub-scale of the Job Descriptive Index
(JDI) Scale. Both scales are copyrighted by Bowling Green State University.
The purchaser is granted permission to reproduce the Job In General (JIG)
scale. The number of copies that the purchaser can make is listed below. The
rights to reproduce additional copies must be purchased through Bowling Green
State University (see below).
The notation "Copyright Bowling Green State University, 1982, 1985” must
be included on each copy o f the JIG.
Date:

1 /2 0 /9 5

Purchaser:
Address:

Dsussenbach
930 Repent Lane_________________
Green Bay. MI

54311____________

Permission to reproduce:

conies

To obtain copyright information for the JIG contact:
The JDI Research Group
Department of Psychology
Bowling Green State University
Bowling Green, Ohio 43403
(419) 372-8247
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Kalamazoo, Michigan 49008-3899

Human Subjects Institutional Review Board

616 387-8293

W

estern

Date:

Feb. 23. 1995

To:

Dauffenbach, Vera

M ic h ig a n

u n iv e r s it y

From: Richard Wright, Interim Cha^r^y.u
Re:

HSIRB Project Number 95-02-14

This letter will serve as confirmation that your research project entitled "Leadership practices and
job satisfaction: An examination of the relationship between academic deans and department
chairpersons" has been approved under the exem pt category of review by the Human Subjects
Institutional Review Board. The conditions and duration of this approval are specified in the
Policies of Westem Michigan University. You may now begin to implement the research as
described in the application.
Please note that you must seek specific approval for any changes in this design. You must also
seek reapproval if the project extends beyond the termination date. In addition if there are any
unanticipated adverse or unanticipated events associated with the conduct of this research, you
should immediately suspend the project and contact the Chair of the HSIRB for consultation.
The Board wishes you success in the pursuit of your research goals.
Approval T e rm in ationxc:

Feb. 23, 1996

Jenlink, Patrick, EDLD
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